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3 Abstract  
Companies from across the globe move from traditional towards virtual organisations 
to be able to respond effectively to developments and changes in the global economy. As a 
consequence, the leadership of virtual teams will evolve as one of the major challenges future 
leaders will have to face. Hence, this triggers a growing demand in knowledge and 
understanding of virtual teams from both science and practice. So far, there is only basic 
research available on key elements of virtual teaming and limited literature on the leadership 
of virtual teams. With the increasing significance of a corporate culture in organisations, 
science will want to investigate its impact on virtual team leadership. Shedding light into this 
matter is hence this dissertation's main objective. 
 After a thorough literature review and a pre-study, a leading EURO STOXX 50 
company which has rolled out a global corporate culture in the past years was investigated 
using interviews with experienced virtual team leaders. Their experiences from before and 
after the introduction of a global corporate culture were assessed and analysed. Finally, focus 
groups were conducted to validate the results.  
In order to provide a holistic picture of the influence of a global corporate culture on 
the leaders of virtual teams, each empirical component follows a three phase sequence. First, 
it seeks to understand the environment of a virtual team leader, aiming specifically at 
investigating how the corporate culture shifts the behaviour of virtual team members. In the 
next phase, it focuses on how virtual leaders then react to the shift in team member behaviour. 
The last phase focuses on how the leaders are directly influenced by the global corporate 
culture themselves. The results of the study show that a common global corporate culture 
positively influences the collaboration of virtual team members and increases harmony 
between them. This leads to higher team performance. In response to this shift in team 
behaviour as well as due to the direct impact of the corporate culture, the leader himself 
switches gradually from a transactional towards a transformational leadership style, thereby 
again increasing the performance of the team. 
The results of the empirical research are channelled into a final product, namely 
detailed best practices for virtual team leaders on how to develop themselves and their team 
into effective virtual collaborators. This model uses corporate culture as a catalyst. 
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8 Introduction 
8.1 Setting the stage 
“Culture eats strategy for breakfast.” (Peter Drucker) 
 
Worldwide, organisations adjust their organisational structure continuously to respond 
more effectively and efficiently to changes in their environment (Barkema et al., 2002; 
Rasmussen and Wangel, 2007; Townsend et al., 1998; Greenberg et al., 2007). One major 
adjustment of organisations is the strategic step towards virtual teaming, rendering 
organisations more flexible and maximising the utility of their human resources (Hertel et al., 
2004; Armstrong and Cole, 2002; Mowshowitz, 1997). Nokia, Nike, Reebok, and Apple 
(Stough et al., 2000) are just a few examples of companies using virtual teams. Up to the 
1990s, most team members found themselves physically on a single site with similar 
individual assignments. They were part of the same organisation and located in the same or 
related department. The challenges in this traditional setup comprised leadership styles, 
coordination and control, and the management of resources (Katzy et al., 2000). As the 
available communication technology increased in sophistication (DeSanctis and Poole, 1994) 
and the need to spread employees geographically grew continuously, the stimulus to move 
from the former setup to distributed teams was provided. In this next step towards virtual 
teaming as we know it today, the members of distributed teams were located across different 
geographical sites but were nonetheless part of the same division, thereby still being rather 
homogeneous (Katzy et al., 2000). In this setup, social and cultural factors started to play a 
role (Kayworth and Leidner, 2001). The next evolutionary step is a virtual team, the by far 
most complex constellation of team members. Its members are widespread in terms of 
geography and their organisational belongingness. Moreover, they come from different 
cultures and have different expertise (Jarvenpaa et al., 2004; Bergiel et al., 2008; Kirkman et 
al., 2002; Wang and Haggerty, 2011). 
It is these characteristics of virtual teams that produce different leadership challenges 
than found in a face-to-face environment. Thus, one cannot simply rely on his standard 
management toolkit to master this new environment (Chordery et al., 2009; Köppel, 2009). 
Unfortunately, as a result of underdeveloped virtual skills and limited awareness for virtual 
teaming, many leaders improvise in a virtual setting, stick to their on-site leadership style or 
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adopt a transactional leadership style with the hope of maintaining control over their team and 
keeping performance stable (Köppel, 2009). However, by pulling the strings themselves and 
by positioning themselves as the centre, they actually decrease the potential of the team as 
stated by the interview partners. In fact, Avolio et al. (1999), three major authorities in the 
field of leadership state very clearly that a transformational leadership style should be 
standard on all levels of an organisation. They go on by stressing that a transactional model 
will not build the necessary mutual trust and motivation required to utilise the maximum 
capacity of the employees.  
Corporate culture is the second element of this dissertation that is brought into play. It 
rapidly evolved as a relevant topic for organisations over the past years and is an instrument 
widely used today. Being already in place within many organisations it is therefore of great 
benefit to uncover its influence on virtual teams and their leaders. Quite interestingly, over the 
past decades, corporate culture evolved from a simple dress code or working hours into a 
sophisticated combination of values, basic assumptions and beliefs, and artefacts (Marshall 
and Adamic, 2010). Within the leading EURO STOXX 50 company being investigated in this 
study, corporate culture and especially its critical values proved as an effective instrument to 
develop the behaviour of employees and enhance virtual, as well as international 
collaboration. The test subject company clearly favoured a people-route over a process-route 
with undisputable success as the interview results revealed. In fact, many businesses besides 
the test subject have recognised the importance and impact of a powerful corporate culture on 
the organisation (Marshall and Adamic, 2010) and Apfelthaler et al. (2002) summarise that 
whether organisations accept it or not corporate culture can be utilised for their advantage. 
As a response to the rise in virtuality, the corresponding struggle of virtual leaders, and 
the underutilised phenomenon of corporate culture this dissertation aims to identify how a 
global corporate culture influences virtual team leaders in their style, methods and behaviour 
coupled with a state-of-practice of virtual team leadership. By interviewing experienced 
virtual team leaders from a leading EURO STOXX 50 company and additional eight different 
well established international companies during the pre-study, data was gathered on how a 
global corporate culture influences virtual teams and specifically their leaders. Moreover, this 
dissertation provides best practices for virtual team leaders on how to use corporate culture as 
a leadership tool. A three phase approach was used to retrieve information from the interview 
partners: Effective leaders draw a leadership style from their portfolio which best matches the 
situation as shown in the main-study. Therefore, it is critical for the purpose of this 
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dissertation to first understand virtual teaming and how team members are influenced by a 
global corporate culture. This permits the next step in the process of building the big picture 
which is an analysis of how leaders react to the shift in behaviour of their team(s) with their 
personal behaviour. Following this logical sequence, it was then finally investigated how the 
global corporate culture directly influences virtual leaders. By bringing together all three 
angles, a holistic perspective of how a global corporate culture influences the leadership of 
virtual teams is provided. As a key message to organisations this dissertation also reinforces 
that it is not technology and processes but interpersonal relations and individual behaviour 
which are the true performance drivers of virtual teaming.  
This dissertation is deliberately structured and composed in a style which is hopefully 
appealing to science and practice alike. 
 
8.2 Relevance and Research Gap 
8.2.1 Research gap 
 
Figure 1 Limitations of current theory 
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Literature on virtual teams currently finds itself in an early and descriptive phase, 
aiming at identifying and labelling the components of virtual teams. Current research of 
virtual teams covers a scattered landscape of classic team elements such as trust, intercultural 
aspects, communication, conflicts, commitment, and knowledge transfer. It is therefore vital 
now for science to both leave the laboratory setting and to combine the existing knowledge 
into one pool in order to bring transparency and understanding equally to virtual team leaders 
and science. This step will enable science to make the next step towards best practices and 
recommend actions for virtual teams and their leaders.  
Furthermore, science has just recently started to explore the general area of virtual 
team leadership (Powell et al., 2004). What seems untouched so far is the influence of a 
global corporate culture on virtual teams and specifically their leaders. Hence, detailed 
implications for practice in this area are also not available. This is unexpected as corporate 
culture became one of the main topics for organisations in the past years and is already 
established in many organisations today. Not applying it to virtuality means not fully utilising 
its capacity. The investigation of the influence of corporate culture on the leadership of virtual 
teams consequently fits the current research on virtual teaming very well. This dissertation is 
to be seen as a door opener to a new field of research, providing new angles and points for 
attachment for literature. Also, it takes a first step in leaving the descriptive phase towards 
identifying and developing actionable and tangible methods and tools for virtual leaders. 
Hence, it takes the function of a catalyst for science to further pick up speed. 
In essence, science benefits from new findings regarding the leadership of virtual 
teams. Additionally, the state-of-practice gives science a better feeling of how virtual teams 
are used in practice, their key success factors and the challenges of their leaders. This helps to 
better walk in the shoes of practitioners. Hence, this dissertation may serve as a basis for 
discussion and platform for further research. 
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Figure 2 Dissertation landscape 
 
As shown in the figure above, the current research landscape is scattered and only 
loosely connected to virtual team leadership. Also, the current implications for science and 
practice do rarely take into account the leadership perspective. This dissertation combines the 
existing knowledge into one pool and builds the bridge towards virtual leadership. 
 
8.2.2 Relevance for practice and subsequent call for action  
The second target audience of this dissertation, apart from science, are leaders of 
virtual teams. When leaders are trapped in traditional mind-sets but are asked to work in a 
virtual and global environment, unexpected challenges will arise. As companies move 
gradually from traditional organisations to virtual ones, a classical face-to-face toolkit might 
not proof to be effective in this environment. Therefore, new instruments are required to 
support virtual teams and their leaders. This is strongly confirmed by the interview and focus 
group partners. Literature has shown that while realising that their face-to-face approach 
barely suits the needs of virtual collaboration, virtual leaders simultaneously struggle to adapt 
their leadership style and tools to the virtual environment. Also, the belief that technology 
itself is the key enabler of virtuality is widespread (Köppel, 2007). Unfortunately, the need for 
a shift in leadership style is often not visible to leaders of organisations who implement 
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virtual teams blindly without establishing the required infrastructure (Köppel, 2009). Despite 
the fact that information, shedding more light to virtual teams, is available to the public, 
complaints about low performance and difficulties in virtual team leadership are numerous. 
This is especially the case in strongly heterogeneous virtual teams. A survey by RW3 
CultureWizard in 2012 with 600 employees of international organisations resulted in roughly 
33% of the respondents stating that their virtual team is underperforming. Moreover, in an 
industry survey carried out by the Economist Intelligence Unit in 2009, with roughly 400 
participants from a variety of different industries, 56% of the participants stated that their 
virtual teams were not managed well. The participants stated misunderstandings due to 
cultural differences and the challenges of leading virtually as the major reasons. The mediocre 
results of the studies raise the question if research truly addresses relevant issues for practice 
and if they are communicated effectively to organisations.  
The interview sample also confirmed the need for developing new virtual leadership 
tools and the need to further understand the phenomenon of virtual teaming. It also showed 
great interest in the results of this dissertation. This calls for investigating virtual teams from a 
new angle, with the aim of identifying an effective response to the problems faced in practice. 
With this dissertation virtual team leaders are provided with awareness, understanding, tools 
and a mind-set to effectively lead and develop their virtual team.  
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8.3 Objectives and deliverables 
This dissertation aims to respond directly to the research gap and the call for action 
from practice. Four main deliverables, in logical order, are identified and hence addressed: 
 
 
Figure 3 Objectives and deliverables 
 
The first objective is to identify the relationship between a global corporate culture and 
the leadership of virtual teams. Hence, this dissertation aims to unite existing literature with 
interview data into one knowledge framework. Here, the focus is to investigate how the 
leaders’ tools, methods, behaviour and style change over time with the rollout of a global 
corporate culture. The corresponding deliverable is the identification, discussion and 
presentation of findings bundled in a theoretical model. This model is to be comprehensible 
and transparent. 
Furthermore, to respond to the majority of science utilising a laboratory setting when 
investigating virtual teaming, a state-of practice of virtual teams and their leadership is to be 
developed. The pre- and the main-study are used to gather relevant information from 
experienced virtual leaders on how to effectively lead virtual teams, and to collect their daily 
challenges and needs. Here, the deliverable consists of a knowledge framework shedding light 
into the challenges, needs, duties and instruments of virtual team leadership. 
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Next, this dissertation aims to provide a door opener for science to further investigate the 
influence of a common corporate culture on virtual teams by the use of a real life global 
company. Here the aim is to support science in picking up speed and keeping up with 
practice. To do so, several different future research perspectives and avenues will be 
identified and discussed. 
 The final deliverable consists of extensive implications for practice. A model 
comprising best practices for leaders on how to successfully lead virtual teams will be 
developed. These best practices are to be authentic, and to hold sufficient detail in order to be 
executable. This empirically grounded model uses corporate culture as a catalyst. 
 
8.4 Engaged Scholarship as the guiding research 
philosophy 
“Scholarship means something more than research, and engagement  
is the means for scholarship to flourish.” (van de Ven, p.9) 
 
Qualitative research is historically criticised for being subjective in direct comparison 
with a quantitative approach. As a response to this criticism, besides triangulation, this 
dissertation minimises bias and subjectivity during the research approach by the use of 
established research methodologies. In order to comply with high research standards it 
therefore closely follows established and verified methods, processes and philosophies to 
tackle the research question. 
For each of the three main phases of the dissertation, methods were chosen to ensure a 
structured process. In addition, an overall guiding research philosophy ensures a solid 
foundation of the overall process.  
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Figure 4 Engaged Scholarship from Van de Ven (2007) 
 
In order to tackle this contemporary research problem successfully a forward-looking 
approach was required. “Engaged Scholarship” (Van de Ven, 2007) provided the principal 
philosophy for this dissertation and strongly influenced its style. It was selected as a response 
to virtual team literature frequently using laboratory research settings, coupled with a complex 
writing style while keeping minimal to no contact with the target audience of the research 
results. Engaged Scholarship is detailed more at the relevant chapters of this dissertation.  
Engaged Scholarship was developed to counter the growing concern of the gap 
between science and practice growing exponentially. The major criticisms are that 
practitioners do too little to put their experiences and knowledge into theory and that science 
creates abstract knowledge which might not be fully suitable for practice. Researchers 
occasionally respond to this criticism by referring to the concept of advancing theoretical 
knowledge which will then over time advance practice. However, there are sufficient voices 
that say that science is in fact not fully advancing theoretical/scientific knowledge. 
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Furthermore, as discussed in chapter 7.2, there is strong criticism from science itself that it 
regularly fails to provide practical implications.  
Engaged Scholarship is, in essence, a method for studying complex human 
interactions and problems that regularly exceed the competencies of a single researcher. 
Hence, one major characteristic of Engaged Scholarship is that it holds the elements of 
teaming and collaboration to jointly achieve research results. This is because, unlike in a 
classic approach in which the researcher is often alone in his endeavour, Engaged Scholarship 
stresses the importance of interacting with the target audience, practitioners and experts in 
order to gain a deeper understanding of today’s problems. The ultimate aim is to create a 
respectful and fruitful learning community. It argues that this collective approach provides the 
researcher with numerous perspectives and realities in order to be able to provide a significant 
contribution to science and practice. 
Besides the process as portrayed in the figure above, the following additional key 
elements of Engaged Scholarship were incorporated into the design and execution of this 
dissertation. For instance, the author engages in a dialogue with the target audience prior to 
the launch of the dissertation to fully understand their needs and situation as well as to ensure 
the relevance of the topic. Also, the results are captured in a comprehensible and appealing 
writing style to appeal to both the scientific and practical audience alike. Upon the completion 
of this dissertation, the author gives strong emphasis on sharing the results with the target 
audience. To do so, he provides detailed, authentic and actionable implications for practice. 
Hence, this dissertation commenced with a thorough problem formulation. Several 
sources were tapped to verify and formulate the problem. Over several years the author was 
exposed to the research topic and involved in a rollout of a global corporate culture while 
leading virtual teams himself. In parallel, virtual team leaders and their team were engaged 
and their experiences gathered. In the next step, literature was scanned, exposing a lack of 
substance in the research area. Statistics about the performance of virtual teams were 
collected as a further back-up. These showed a low performance of virtual teams across all 
industries. In essence, a diagnosis and grounding were made based on “who, what, where, 
when, why, and how the problem exists” (van de Ven, p.10) from near and far.  
During the research design it became quickly evident that a laboratory setting will not 
provide a satisfying quality of information. This is why interviews were conducted with 
experienced virtual team leaders, thereby working directly with the actual target audience. 
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The main-study was preceded by a pre-study to capture other companies besides the test 
subject and to become comfortable in scientific interviewing. The scientific part was rounded 
up with three focus groups with experienced virtual team leaders to continuously include the 
target audience. 
Theory was built from the practical experiences of the virtual team leaders. To 
comply with the philosophy of Engaged Scholarship the interview sample consisted of the 
actual target audience of this dissertation. No findings or best practices were derived from a 
laboratory setting to practice. The collected information was clustered and connections were 
identified to bring clarity to the research problem using the MAXQDA software.  
The problem solving process involved staying in touch with the target audience for 
continuous feedback via focus groups and a steering committee and to communicate and 
apply the research findings. It focuses on knowledge exchange and transfer to the callers for 
action and others in need for the developed knowledge. 
 
8.5 Problem formulation 
“The formulation of a problem is often more essential than its solution, which may be 
merely a matter of mathematical or experimental skill.” (Albert Einstein) 
 
In order to provide effective best practices for the target audience of this dissertation 
as well as profound theoretical insight into virtual teams, it is essential to fully understand the 
research problem in detail and from different angles. Here, it is vital to start with an open 
mind. However, there are also exceptions in reality, namely those authors who started their 
research with comparing virtual teams to their on-site counterparts, thereby blurring their 
understanding of virtual teams from the beginning of their scientific endeavour onwards.  
According to Van de Ven’s school of Engaged Scholarship, the problem formulation 
of a scientific endeavour centres on “situating, grounding, and diagnosing a research 
problem or issue in reality” (Van de Ven, p.17). Here, one must take into consideration that 
each observer has his own perspective on life and his own reality. Given the vastness of 
available information and perspectives, one must not rush the problem formulation process as 
vital aspects and elements of the research problem may remain unnoticed throughout the 
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course of the research process. One possible reason for rushing might be that people have a 
tendency to jump straight to the solution development. Nevertheless, as the problem 
formulation builds the basis of a dissertation one must take great care during this phase in 
order to avoid unpleasant consequences in the phases to come.  
Given that the author interpreted the data through the lens of his individual filters such 
as knowledge and past experiences (Maitlis, 2005; Weick, et al., 2005) special attention was 
paid to reduce bias during the interpretation phase by the use of sparring partners. In addition, 
the author underwent a cognitive recalibration himself (Gioia and Chittipeddi, 1991; Gioa et 
al., 1994). Also, the author tries his best to raise his understanding of how his interview 
partners understand and label things (Gephart, 1993; Balogun and Johnson, 2004). The 
inspiration came from Gioia et al., (1994, p.367) who give a strong message to science and 
very clearly state: “Too often we organizational researchers have adopted an "arrogant'" 
stance toward our subjects of study. Because we are usually theory-driven in our approaches, 
we often presume to know what is going on in a given setting, and consequently are too hasty 
in moving to an abstract level. Thus, we tend to discount first-hand experience and 
interpretation in favor of a purely theoretical view, a stance that is not only elitist, but also 
potentially misleading. In this study, we take seriously our responsibilities as researchers to 
articulate how the informants' views are informative. In that vein, we give uncommon 
attention to the insiders' ‘common sense’ representations of their experience and interpretive 
world view." 
During the journey of defining the research problem the author took great care in 
avoiding vague generalisations and gut feelings of the conversation partners. Hence, if a 
conversation partner was unable to provide proper examples and perspectives on the problem, 
their experiences were given less weight in the “problem case”. Still, at the same time the 
author remained humble and open to all relevant stakeholders. 
The problem formulation process comprises four steps as stated by Van de Ven (2007) 
which were followed during this dissertation. First, the researcher must identify and narrow 
down a problem from practice. Next, one must collect information and first data to ground the 
practical problem and its environment. Similar to the classic approach in medicine, one then 
diagnoses the available information and data in an effort to determine the symptoms and 
characteristics of the present problem. Last, one must decide what philosophy, concepts, steps 
or questions are followed in order to find answers for the research problem. These four steps 
are interdependent and may overlap in their timeline. 
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8.6 Structure of the dissertation 
 
Figure 5 Overall structure of the dissertation 
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Introduction – The first chapter sets the stage for this dissertation by explaining the 
relevance of the topic, the research gap and the resulting call for action. Also, the objectives 
of the dissertation are clarified, followed by a description of the structure and of the applied 
research approach.  
Review of literature – This chapter provides an overview of literature relevant to this 
dissertation. It consists of one minor and two main parts:  
1. Minor part: brief excursion into corporate culture to give the reader a better feeling 
about its history, effects and elements it comprises. 
2. Main part: literature on the key elements of virtual teams: This part sets the stage 
for virtual teaming, analyses and discusses relevant literature on virtual teams. It discusses the 
predominant performance drivers, including their impact and associated challenges. This is 
followed by areas where science has found ways in which corporate culture affects the 
performance of virtual teams. 
3. Main part: leadership of virtual teams: This chapter captures relevant literature on 
virtual team leadership, comprising challenges and responsibilities. Then, literature is 
presented on how a global corporate culture directly influences virtual leaders and the role 
they play with regards to corporate culture. 
Empirical research – this chapter describes the method and execution of the 
empirical research. The pre-study, the main-study, and focus groups are the core of this 
dissertation. The results are presented in this chapter. 
Discussion – The results of the literature analysis and the empirical research are 
critically examined. Aspects which remained open are discussed and implications for future 
research are provided. Limitations of this study are revealed. 
Conclusion – This chapter provides the closing words. 
Practical model - The last chapter consists of an empirically grounded practical 
model for leaders of virtual teams and mangers of organisations with a high degree of 
virtuality on how to use a common corporate culture to strengthen the performance of their 
virtual teams.  
 
15 
The influence of a corporate culture on the leadership of virtual teams 
8.7 Research process overview  
Figure 6 Research process 
 
The research started with a thorough and structured literature review. The results were 
organised into a state-of-literature and assisted in building a solid basis of theoretical 
knowledge in virtual teaming. The empirical research started with a pre-study in order to 
gather information for a first state of practice and to increase practical familiarity with the 
research topic. The feedback and information provided by the interview partners was 
integrated into the design and structure of the interviews of the main-study. Next, in the main-
study a company with a global corporate culture was analysed. Here, the aim was to 
investigate how a common global culture and values influence the leadership style and the 
performance of virtual teams. 25 experienced leaders of virtual teams were interviewed for 53 
minutes on average using the technique of semi-structured, problem focused interviews. This 
way the interviewees were free to share relevant and open information with the interviewer. 
The interviews were transcribed and thoroughly analysed. All interviews were carried out via 
phone and are fully confidential. The key objectives were to gather experiences from the 
virtual team leaders, to retrieve information for a delta analysis to allow comparability, and to 
provide input for best practices. Subsequent focus groups were conducted to discuss the 
results of the interviews and to stress-test the model.  
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Each phase of this dissertation was planned in detail and captured in a thorough 
project plan, including dates, precise action items, milestones and deadlines. A journal was 
kept to document the research and writing process. This helped to keep on track, stay focused, 
to deliver in scope, quality and time and hence to increase the reliability of this dissertation. 
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9 Review of Literature – stage setting 
9.1 Theoretical perspective 
There are numerous widely acknowledged theoretical perspectives in organisation 
management. Their aim is to demonstrate the author’s organisation of thought and his 
underlying understanding of reality and the world, to explain relationships, predictions and 
expectations within and between entities or individuals (Miles, 2012). 
Even though there may be a few suitable theoretical perspectives for this study, the 
author has chosen to focus on Role Theory due to its strong emphasis on human behaviour 
and corresponding expectations of roles within the society and organisations respectively. The 
study aims to use the lenses of Role Theory in literature analysis, data selection and analysis: 
first, in order to understand the role of a virtual team leader within his environment; second, it 
aims to investigate how a shift in corporate culture influences the role of the virtual team 
itself; third, it focuses on how virtual leaders react to the change in virtual team behaviour as 
well as to the direct influence by the shift of global corporate culture in order to determine 
how the role of the virtual leader shifts from status quo to future status.   
Several authors suggest that due to the fact that virtual team members are widespread 
in terms of geography, their organisational belongingness as well as different cultures and 
different backgrounds, role expectations are defined differently by each team member. 
Furthermore, as explained in previous paragraphs, leaders are often trapped in traditional 
mind-sets of face-to-face work with no or little experience of virtual collaboration, 
experiencing confusion about unsatisfactory work results while leading virtual teams. This 
particular lack of role understanding in terms of differences of face-to-face and virtual leading 
may lead to inefficient, frustrating or unsuccessful collaboration (Coelho et al., 2011; Schuler 
et al., 1977; Jarvenpaa et al., 2004; Bergiel et al., 2008; Kirkman et al., 2002; Wang and 
Haggerty, 2011). The author assumes that Role Theory will serve as a suitable perspective 
given the complexity of virtual teams, and allow to clearly pin down a practical guide of state-
of-practice virtual team leadership.  
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The core idea in this theoretical perspective is “that people are socialized or 
conditioned to play roles in a way that helps maintain a stable society or social order. Role 
theory examines (1) behaviours that are characteristic of people within situations or contexts 
and (2) various processes that produce, explain, or predict those behaviours“ (Miles, 2012, 
p.225 quoted from Biddle, 1979). In this study, the virtual leader performs a role due to his 
specific organizational situation and context. A virtual leader must meet inner and outer 
organizational expectations defined for his job description and persist in his role over time, 
because usually a role is embedded in a larger organizational and social system. Another 
important fact is that roles are taught, and people, need to be socialized into them. How the 
role of virtual leaders is characterised belongs clearly to the theme of Role Theory. Therefore, 
this theoretical perspective will serve as the guiding view to find and analyse relevant 
literature and to investigate the role of the virtual leader in organizational contexts. 
Academic literature on Role Theory ranges from the focus on expectations, identities 
and behaviours (Biddle, 1986), recent development and evolution of role theory (Biddle, 
1979; Zurcher, 1983), intrinsic motivation, role ambiguity and conflicts (Coelho et al., 2011; 
Schuler et al., 1977). In fact, Role Theory is very prominent in business management and 
hence provides a number of widely acknowledged terms that are used among organizations. It 
refers to multiple organizational and societal obligations relating to the behavioural 
characteristics of people that may occur within roles (intrarole conflict) or among roles 
(interrole conflict). What can be observed quite often is role ambiguity, explaining the 
uncertainty of people to understand what is expected of their role. The opposite of this 
symptom is role modelling, defining a person who fulfils all expectations towards its role 
(Montgomery, 1998).  Basically, Role Theory refers to a set of characteristics that apply to a 
certain role of an individual in specific social categories. These include hierarchical positions 
in organizations, team positions in projects, positions in informal systems such as in families 
(Biddle, 1979), and even labelled positions build by societal evaluation of positive and 
negative reflections of a role, e.g. “hard worker” (Zurcher, 1983). 
Previous research on Role Theory has been divided into two perspectives: the 
functionalist and the interactionist perspective (Hilbert, 1981). The functionalist perspective 
analyses a role in terms of what the society expects of an individual in that specific role. Once 
a person takes on a specific role, a certain set of obligations and rights that come with that role 
and that are developed by societal agreement must be understood and accepted by the 
individual. For example, it is expected by society that a judge acts in an honest and fair way 
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with no prejudice. The interactionist perspective focuses on changes occurring within a role 
due to ongoing social interaction. Researchers suggest that once a person takes on a role, this 
role changes over time by a continuously changing environment, e.g. changes in 
organizational culture or strategy, changes in social endorsement, cultural and societal 
changes (Montgomery, 1998; Callero, 1994). This study will focus on both perspectives. 
First, on the functionalist perspective where the role of a virtual leader as expected and 
defined by the organization will be investigated. Second, on the interactionist perspective, 
where the role of the virtual leader will be analysed during organizational cultural changes 
that influence this role over time. 
 
9.2 Literature review process 
In order to ensure a structured review of the existing literature, a five phase approach 
was designed utilising a step by step refinement. In the first phase, a search was conducted 
for general articles in the form of summaries of existing literature on virtual teams such as 
Martins et al. (2004) or Powell et al. (2004). This helped to gain an overview of the research 
topic in order to understand the big picture and to put this dissertation into context. 
Furthermore, it helped to trigger the collection of relevant search terms to ensure full coverage 
of the field. For example, some authors refer to virtual teams as “distributed teams” and others 
as “computer mediated teams”. Besides the key words presented by the authors, also the 
conclusions and abstracts were scanned for recurring terms. The list of search terms was 
launched in this phase and grew continuously over the course of all review phases. Phase two 
comprised the identification of experts and knowledge drivers in the research field using 
leading journals in the areas of psychology, management and leadership, international 
business, and information technology with the identified search terms. These journals 
included Journal of Management, Academy of Management Journal, Administrative Science 
Quarterly, Journal of Management Information, Academy of Management Review, Journal of 
Business, Human Resource Management Review, Information Systems Research, 
International Review of Organizational Psychology, and Strategic Management Journal. In 
the third phase, an overview of the main theories and knowledge areas was created. This 
allowed an understanding of the relevant drivers of virtual teams, virtual team leadership, and 
a first understanding of how corporate culture influences both areas. In the fourth phase, a 
large scale search was done. Here, A, B and later C journals and the most influential authors 
were systematically scanned. Search terms and authors were used for orientation. However, 
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additional searches were done in order to capture articles that are not covered by the most 
popular search terms. The databases of choice were Science Direct, Springer Link, EBSCO 
Business Source Complete, and IEEE Xplore. The available local infrastructure allowed for 
more than 75% of the identified articles to be reviewed by a sparring partner (abstract and title 
only). In subsequent discussions, it was determined whether the articles match the research 
topic. Afterwards, the articles were tagged and clustered into the process, people, and tools 
framework. However, several articles fell into more than one category and were included in 
the one with the highest relevance and match. The articles were organised using the Citavi 
software which functions as a database for organising and scanning articles. In the fifth and 
last phase, the bibliographies of the articles found in phase 1-3 were analysed and scanned 
for relevant articles that were missed up to this point.  
 
9.3 Brief discussion of existing literature 
Virtual teaming started to attract the attention of science from 1990 onwards (Watson-
Manheim et al., 2012). Yet, with the high-speed and steady development of communication 
technology, research from a time where little to no video- or teleconferencing was existent in 
companies (up to approximately 1995) is less relevant for the purpose of this dissertation. As 
a consequence, recent literature was given a higher degree of focus for the purpose of this 
dissertation. However, research from before 1995 was also reviewed in order to gain a better 
picture of the history of virtual teaming and not to miss information that may be still relevant 
today. Overall, over 320 papers were scanned of which over 250 papers met the criteria for 
the purpose of this dissertation and were included in the literature review. 
Even though virtual collaboration has been researched by science for the past twenty 
years, it is still a very young topic which requires constant attention. This is due to the fact 
that organisations advance rapidly, thereby constantly evolving virtual teamwork in practice. 
Furthermore, showing the youth of the research area, it must be noted that research has not yet 
come to agree on one common definition of virtual teams (Chudoba et al., 2005). Likewise, 
science uses several different terms when referring to virtual teams such as computer 
mediated teams and distributed teams. In fact, while virtual teams are an established form of 
collaboration in many companies, science is still due to deliver profound knowledge to ensure 
a full understanding of the phenomenon (Wang and Haggerty, 2008; Köppel, 2007; Panteli 
and Tucker, 2009; Vlaar et al., 2008; Hinds and Mortensen, 2005). Up to now literature on 
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virtual teams is a rather dispersed landscape with focused articles on classic face-to-face team 
topics such as e.g. trust and communication (Ahuja, 2003). It seems as if there is little 
alignment on the course future research should take and that science is not aware of the 
complete pool of available knowledge (Bell and Kozlowski, 2002; Griffith and Neale, 2001). 
What is missing so far are the glue and connection between the different research areas as 
well as the overall big picture. The approach science took might be perceived as contradicting 
to common practice where one usually starts by gaining a broad picture of a topic before 
going into detail.  
It must be noted that a large proportion of literature has the tendency to compare 
virtual teams to site face-to-face teams (e.g. Chiravuri et al., 2011). Another one sees 
virtuality as a feature a team can possess (Griffith and Neale, 2001). While these are 
perspectives that may ease the launch of a new field of research now the time has come for a 
movement towards seeing virtual teaming as an individual phenomenon, allowing the analysis 
of how a virtual setting affects the behaviour of team members (Driskell et al., 2003). When 
using the comparison of face-to-face and virtual teams as an approach, scientists will be 
limited in their true understanding of virtual teaming in the long run. This is because virtual 
teams have specific structures which are unique for virtual teams and not existent in the face-
to-face environment. These features might be missed if the researcher’s vision is clouded by 
the thought of linking and contrasting to face-to-face teams. In fact, following this credo this 
dissertation uncovered virtual team elements and success factors such as feedback and 
mastering the matrix which are not sufficiently covered in current virtual team literature. 
Likewise, while literature puts heavy emphasis on describing virtual teams and their benefits, 
it pays relatively little attention to understanding the daily challenges and difficulties 
associated with virtual teaming. Unfortunately, without this very understanding it is 
challenging to propose realistic implications for practice and identifying ways to increase 
performance (Powell et al., 2004) and to walk in the shoes of virtual team leaders. Bell and 
Kozlowski (2002) even go another step further by emphasising that up to now there is only 
limited theory available to support science in penetrating the area of virtual team leadership. 
Also “theoretical frameworks are needed to understand the different aspects of virtual team 
working and to guide their development in real organisational settings” (Kimble et al., 2000, 
p.13). Also, as Sarker and Sahay (2003) note, literature tends to perceive an increase in 
communication as a favourable to-be state, leading to better team results. This thought 
manoeuvres science on avenues on how to increase communication in a virtual setting. Yet, 
there is little knowledge available what the right level of communication is. 
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Another widespread phenomenon in literature such as Warkentin et al. (1997), 
Montoya-Weiss et al. (2001), Jarvenpaa and Leidner (1999), just to name a few, is that the 
authors use university students in a laboratory setting for their research purposes. Quite 
interestingly, it must be noted that Jarvenpaa is one of the most influential authors in the arena 
of virtual teaming. However, a student environment is most probably not representative for 
problems of companies. This is due to the absence of real consequences, pressure to deliver, 
career and personal interests. Also, it seems that academic research might neglect factors such 
as time pressure to deliver, financial aspects (when talking about frequent face-to-face 
meetings and travel), career interests of the leader etc., assuming ideal circumstances such as 
“perfect competition” in economics. Kirkman et al. (2004) shares this observation noting that 
these artificial scenarios do not account for real business scenarios. While it is obviously more 
difficult to gather first-hand information from companies than from university students, 
science must manage the shift towards the “real field”, away from the laboratory. Jackson 
(1999, p.9) agrees by concluding that “literature on virtual teams suggests an ‘ideal type’ of 
arrangement, in which experts can be brought together at a moment's notice, despite the 
barriers of time and space. There is also the suggestion that such teams will not tend to 
endure, but disband as soon as a particular problem is solved or project completed. The 
analysis presented above suggests we should be cautious about such approaches. Far from 
identifying an ideal type of virtual team, we have seen that a robust understanding of virtual 
team phenomena must recognize the diversity of team types.” In fact, this dissertation's results 
reinforce that science might take a superficial perspective on virtual teaming, while 
developing theory without being fully able to walk in the shoes of virtual team members and 
their leaders.  
Another aspect criticised by science itself is that literature often assumes an ideal 
environment for virtual teams. For example, Nunamaker et al. (2009) state that a successful 
virtual team leader should reward his team frequently. However, given the matrix situation the 
leader finds frequently himself in, this is rarely possible. In fact, several interview partners 
complained that they were unable to reward their entire team after a successful project. For 
example, one interview partner shared a detailed story in which he managed to reward his 
German team members but was unable to do so with his team members from Asia Pacific due 
to a different organisational belongingness and hence budget restrictions. This caused a great 
sensation of unfairness decreasing motivation within his team.  
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Literature on virtual team leadership is one of the youngest fields of research. It has 
relatively recently started to attract attention of science (Hedlund et al., 1998) and while 
focusing on why leadership of virtual teams proves to be a real challenge, research is yet to 
find authentic and effective ways of leading virtual teams. One aspect that can be noticed 
rather quickly is that while authors stick to one written term in their work, in between the 
lines they actually use the concept of management and leadership interchangeably. Also, 
academic research has the tendency to provide superficial information and best practices to 
industry (Wang and Haggerty, 2008), often proposing and assuming an ideal state not found 
in practice. Hence, what is missing is a detailed step by step approach on how to implement 
the proposals/research results. Especially in the leadership of virtual teams, details are very 
important as shown by the results of this dissertation's main-study. For example, proposing 
that the team leader has to “communicate more effectively” is perhaps of limited practical use. 
Following this example, it is important for the team leader to know which concrete steps he 
has to take in order to communicate more effectively. Here science may spend extra time in 
coupling their findings with executable actions for their target audience. Another symbolic 
example of a piece of scientific literature which provides limited implications for virtual 
leaders is Giuri et al. (2008) who dedicate a paper on the analysis of virtual team leaders' 
skills but miss to list a collection of relevant and virtuous skills. As most implications for 
practice provide rather superficial and relatively meagre actions leaders can take, a 
recommendation is to gather a state-of practice from the industry and to scientifically 
investigate the methods and tools used in companies today. This should be carried out soon as 
practice is progressing faster than science. Being currently several steps behind practice, 
science might consider picking up speed and aim to close the research gap (Köppel, 2007).  
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10 Introduction to corporate culture and values 
While this dissertation distinctly focuses on virtual teaming, this chapter aims to give 
the reader a brief overview of relevant information on corporate culture in order to progress 
over to virtual teaming in the next chapters. 
 
10.1 Definition of corporate culture 
According to Gagliardi (1986), the main strategy of an organisation is to preserve its 
culture with the use of values, thereby stating that both cannot go without the other. The most 
cited definition of corporate culture found in literature is “the way we do things around here” 
as stated by Schein (1999, p.32). However, Schein (2004, p.1) also defined culture in more 
detail: ”both a dynamic phenomenon that surrounds us at all times, being constantly enacted 
and created by our interactions with others and shaped by leadership behaviour, and a set of 
structures, routines, rules, and norms that guide and constrain behaviour.” He adds that the 
management is at the root of a corporate culture and is to share their personal set of values 
and beliefs with their employees. In essence, corporate culture is described by many 
researchers as the set of values, beliefs and behaviours that forms the identity of organisations 
and shapes the way employees behave (Schein, 1984; Pheysey, 1993; Van der Post et al., 
1998). Rashid et al. (2003, p.711) summarize Pheysey’s (1993) definition of corporate culture 
as a “pattern of beliefs, symbols, rituals, myths, and practices that have evolved over time in 
an organisation.” Rashid et al. (2003, p.711) state themselves that corporate culture is “the 
implicit, invisible, intrinsic, and informal consciousness of the organisation which guides the 
behaviour of the individuals and which shapes itself out of the behaviour.” 
Still, corporate culture should not be confused with climate (Vardi, 2001, Denison, 
1996), even though both might appear similar on a superficial level. Denison (1996, p.628) 
differentiates between the two in the following way: "Climate refers to a situation and its link 
to thoughts, feelings, and behaviors of organizational members. Thus, it is temporal 
subjective, and often subject to direct manipulation by people with power and influence. 
Culture, in contrast, refers to an evolved context (within which a situation may be embedded). 
Thus, it is rooted in history, collectively held, and sufficiently complex to resist many attempts 
at direct manipulation." 
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With regards to the identity of an organisation, Odagiu (2007) argues that corporate 
culture is an expression of the identity of an organisation because it brings together its habits 
and practices thereby uniting employees. These habits and practices distinguish organisations 
from others. Smircich (1983) raises a question similar to the “chicken and egg question” 
namely if corporate culture is something an organisation possesses or whether is it something 
it is. 
One definition from practice as presented by one of the interview partners of the main-
study strongly resembles the basic pillars as portrayed in the definitions from science, Yet, the 
following definition adds several levels of detail and is thereby worth quoting at this early 
chapter: “A corporate culture is the way in which people live and behave and interact with 
one another within a company and that defines how the company is like in terms of the kind of 
mind-set that people generally have, that permeates, I would say, into the majority of the 
organisation. Obviously we cannot expect every single person, 100% of every employee to be 
able to, not only absorb or even to understand or live the culture.  
That doesn’t mean that people who are in the management level are automatically 
able to live this [...] culture. So, it’s the way that people behave. It’s the way that people think 
that can easily be identified by somebody who is from the outside or they just joined the 
company, that they immediately feel that this particular culture defines and can be 
recognisable, can be identified as to what this company is like. 
It is something that is not directly related in a sense directly to how the company is 
doing, well or not well. It’s not so much of a technical, I would say, environment that we are 
talking about. It’s something that is very intangible. Something also dealing with psychology 
and the psyche of the organisation and these are a mix of people. So the kind of people that 
we have that defines a culture like, for example, a culture of Apple computers, for example. 
They have a certain culture. Google has a certain culture in which the management is trying 
to lead the people in a certain direction, how they think and how they work and how they 
interact among themselves, particularly, and how they interact with their customers. Yes, it’s 
a lifestyle, a work lifestyle, if you want to put it this way” (interview partner of the main-study 
based in Singapore). 
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10.2 Corporate values, assumptions and beliefs as pillars of 
corporate culture 
According to Schein (1984), similar to an iceberg, corporate culture has invisible and 
visible aspects. Visible aspects include artefacts such as symbols, slogans, rituals, ceremonies, 
vocabulary, heroes and myths as also stated by Pettigrew (1979). Invisible aspects include 
basic assumptions and values. From a behavioural perspective, values and basic assumptions 
are especially important as they shape the behaviour of employees (Vardi and Wiener, 1996). 
Organisational culture comprises more superficial components such as behavioural patterns, 
symbols, rituals and ceremonies, values, assumptions and beliefs (O’Donnell and Boyle, 
2008). 
Schein’s model of culture proposes three simultaneous levels: 
 
Figure 7 Pillars of corporate culture 
 
According to Schein (1983) and Hatch (1993) beliefs and values are taught to new 
members of a group. When these are approved through organisational success they then turn 
into assumptions. Schein (1983) focused on interpreting basic assumptions and how they 
impact artefacts and values. The major limitation of this model is that it does not provide an 
explanation of the interplay between assumptions, values and artefacts (Hatch, 1993). 
Corporate values are the foundation for corporate culture providing a shared direction 
for employees and managers, as well as expectations of their behaviour (Nacinovic, 2012). 
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Corporate values are rarely explicit or written on paper. Yet, their existence is known and 
communicated directly or expressed by behaviour to new members of a group as the correct 
way of perceiving and behaving (Nacinovic, 2012). 
Examples of common corporate values according to Nacinovic (2012) include customer 
orientation, transparency, prudence, openness, “open door” policy, meritocracy, and a results 
oriented attitude. 
 
10.3 The impact of a corporate culture on organisations 
A constructive culture, aligned with the organisation’s goals, has a direct impact of 
how effective an organisation is. In fact, the greater part of scientific literature in the area of 
organisational development has shown a strong link between the culture of an organisation 
and its performance (Mincu et al., 2010). For example, quantitative analyses from Gordon and 
DiTomaso (1992) and Burt et al. (1994) show that organisations with a strong corporate 
culture perform better than those with a weak one. Van der Post et al. (1998) support this 
argument with their study. They found noteworthy relationships between corporate culture 
and the performance of an organisation. Furthermore, Kotter and Heskett (1992) identified 
that corporate culture has a strong impact on the economic performance of an organisation in 
the long-run. They also found in their study that organisations with a strong set of values 
which circle around customers, shareholders, human resources and leadership show a higher 
performance than those without values in these areas. Furthermore, their prognosis is that 
corporate culture will become a success factor of organisations in the future. 
Corporate culture directly influences the behaviour (Martin and Siehl, 1983) and 
performance of an organisation. It can influence internal factors such as economic efficiency 
(Camerer and Vepsalainen, 1988) and also affect the environment of the organisation. The 
atmosphere and behaviour of the organisation’s employees influence the way they act with 
e.g. the customers. This means that the external environment is also affected (Nacinovic, 
2012). A common culture unites the management with the employees. Yet, both hierarchy 
levels still have the liberty to decide how the goals of the organisation will be met (George et 
al., 1999). In other words, while the target outcome is clear the process can still be 
individually designed.  
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Positive outcomes of corporate culture 
 Higher morale and motivation at work (Rashid et al., 2003) 
 Improved coordination and control (Sørensen, 2002) 
 Increase in profits as employees follow the same set of values, beliefs and norms and 
higher and more reliable performance (Camerer and Vepsalainen, 1988; Denison, 
1984; Sørensen, 2002) 
 Reduced fluctuation of the workforce due to higher loyalty (Sheridan, 1992) 
 Increase in self-esteem of the employees (Dutton et al.,1994)  
 Stronger ethical behaviour (Chen et al., 1997) 
 
10.4 Limitations of corporate culture 
Corporate culture has a strong impact on the behaviour of employees but does not 
come without a price. It can be both an asset and a liability and is no cure for all challenges 
and difficulties for virtual teams. One reason is that organisations with a strong culture may 
face a greater difficulty in recognising a need for change. This is due to the fact that 
employees of a strong corporate culture show great commitment to a particular perception or 
perspective on their environment leading to a slower detection of changes in their surrounding 
(Sørensen, 2002). In other words, "A coherent statement of who we are makes it harder for us 
to become something else” (Weick, 1985, p.385). Furthermore, culture can turn into a burden 
if it does not respond to the needs of the organisation and the employees in terms of beliefs 
and values (Sathe, 1983). 
In order to show full effectiveness, a corporate culture must be aligned with the values 
of the employees and consistent with the environment in which the organisation is situated 
(Sadri and Lees, 2001). Nacinovic (2012) adds that corporate culture is also influenced by the 
external environment of an organisation. In a stable environment, strong values and 
assumptions can be advantageous for the organisation. Nevertheless, when there is fluctuation 
in the environment, some of these strong values and assumptions may prove to become a 
liability to the organisation in fact because of their strength (Schein, 2004). Studies have also 
shown that corporate culture can even lead to resistance to change (Brooks and Bate, 1994; 
King and Wood, 1989; Smith and Steadman, 1981).  
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Another limitation to corporate culture is that different nationalities will prefer 
different organisational cultures (Handy, 1976). This is vital information for the purpose of 
this dissertation because members of virtual teams often come from a variety of different 
cultural backgrounds.  
Finally, there is also strong criticism about corporate culture such as that many 
assumed values are characterised by hypocrisy and shallowness (Thomsen, 2004). 
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11 Introduction to virtual teams 
This chapter aims to provide an understanding of virtual teams. It starts by giving an 
overview of the most common characteristics, leading to the reasons for the rise of virtual 
teams in organisations and its advantages.  
 
11.1 Definition and overview of the most common 
characteristics of virtual teams 
In practice, virtual teams do not share common characteristics. They come in a variety 
of setups, have different objectives, an individual member selection criteria, and varying 
degrees of internationalisation (Zigurs, 2003). Therefore, a common and agreed upon 
definition is tough to find in literature.  
According to Jarvenpaa and Leidner (1999), Martins et al. (2004), Griffith et al. 
(2003), and Fiol and O’Connor (2005) virtual teams have to rely predominantly or exclusively 
on technology based communication, as their team members are based in different 
geographical locations, firm boundaries and time zones. Kirkman and Mathieu (2005) add to 
this that even teams which are co-located may prefer to communicate and collaborate in 
virtual ways. Therefore, the geographical distance between the team members is a possible 
rather than fixed attribute (Fiol and O’Connor, 2005).  
Jarvenpaa et al. (2004) discuss that virtual teams are composed of members with 
different areas of expertise and backgrounds. This is supported by Johnson et al. (2001) who 
state that virtual teams are generally more diverse in their setup than traditional face-to-face 
teams. Members of virtual teams are selected according to their relevant experiences and 
knowledge with regards to a specific task outside of the line organisation (Rasmussen and 
Wangel, 2007). This allows them to perform a variety of cross-disciplinary tasks such as new 
product development (Schmidt et al., 2001; McDonough et al., 2001; Leender et al., 2003), 
R&D (Ahuja et al., 2003), customer services (Hertel et al., 2005) and international projects 
(Verburg et al., 2012). Moreover, they are used for decision making (Poole et al., 1993; 
Dennis, 1996; Maznevski and Chudoba, 2000) and problem solving purposes (Hertel et al., 
2005). 
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Up to now there is no common agreement to whether virtual teams are permanent in 
nature or have a definite start and ending date. According to Kossler and Prestridge (1996) 
virtual teams have a determined start and end date. This is supported by Dani et al. (2006) 
who state that virtual teams are established to pursue a common goal within a specified frame 
of time and are then dissolved. Virtual teams have a higher member fluctuation than 
traditional teams as they are set up according to the specific expertise relevant to solve the 
objectives. As objectives change, members can be exchanged easily (Alge et al., 2003). 
However, other authors also claim that virtual teams can be permanent such as focus teams 
(e.g. continuous improvement, quality circles or innovation teams), international line 
managers' meetings, or strategic teams (Curseu et al., 2008; Cordery et al., 2009; Bradford, 
2002; Townsend et al., 1998; Jackson, 1999). These permanent constellations have been given 
less focus than virtual project teams (Cordery et al., 2009).  
Following Martins et al. (2004) and Hertel et al. (2005) virtual teams share the 
following basic and generally accepted attributes: 
1. They are composed of at least two team members and 
2. They share common goals and objectives and 
3. A minimum of one member is located a different geographical site or a different time 
zone and 
4. Interaction (communication and coordination) is predominantly or exclusively based 
on communication technology such as email, telephone or video conferences. 
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11.2 The reasons for the rise of virtual teaming  
1. Evolution of the business environment 
Summarizing Armstrong and Cole (2002); Hertel et al. (2005); Lipnack and 
Stamps (1997); Townsend et al. (1998), Wang et al. (2006) one of the reasons for 
companies to move towards virtual teaming is the need to effectively react to changes 
in their environment, namely rapid changes in the business environment, globalisation 
of markets, de-centralisation and globalisation of processes and structures. Companies 
respond by designing more flexible and adaptive organisational structures. These 
organisational structures require employees to work across geographical, functional, 
organisational and time zone boundaries.  
 
2. The need to source the organisation’s knowledge into one team 
Greenberg et al. (2007) state that valuable members of the organisation who 
are geographically scattered can be united via a virtual team to source their know-how, 
experiences, skills and perspective into one common direction, in that way creating a 
team more skilled than having to rely on resources on site. Furthermore, virtual teams 
allow companies to bring together the right human resources from within the 
company, suppliers and trading partners "to meet the demands of today's 
hypercompetitive global environment" (Greenberg et al., 2007, p.325). Lastly, for 
companies to be competitive, high speed sharing of knowledge between its specialists 
from all geographical regions is essential. Virtual organisations provide the platform 
for this phenomenon (Hartman and Guss, 1996).  
 
3. Communication technology 
An additional factor that accelerated the growth of virtual teams is the highly 
paced development of communication technology which eases the collaboration across 
time zones and geographic distances (DeSanctis and Poole, 1994; Fuller et al., 2007; 
Montoya-Weiss et al., 2001; Kirkman et al., 2004; Hertel et al., 2004; Kirkman et al., 
2002). This technology is the platform which made virtual teams possible at all. 
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11.3 Advantages of virtual teams 
Virtual teams have numerous advantages over traditional on-site teams when deployed 
correctly. First, the team can be staffed from the employee pool according to their skill set and 
fit, meaning that the leader is not limited to the local workforce (Davis, 2004). In other words, 
geography is no longer the predominant selection criterion (Greenberg et al., 2007). However, 
Cordery et al. (2009) state that the selection process is harder than portrayed in theory because 
line managers do not release their direct reports as easily from their daily job responsibilities 
as portrayed by some authors. They go on by saying that the team leader should invest time in 
sharing a compelling business case with the line managers in order to ease this process. 
Second, the team can, if requested, work 24/7 (also known as the “follow the sun principle”) 
by selecting employees from different time zones (Colazo and Fang, 2010). Third, virtual 
teams show higher creativity over traditional teams with regards to the number of ideas 
generated (Curseu et al., 2008). Fourth, management can respond quicker and more flexibly to 
market demands by forming a virtual team (Townsend et al., 1998). Fifth, virtual teaming 
allows employees to work together who are unable to move physically (Joinson, 2002). 
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12 The elements of virtual teaming 
12.1 The framework 
This chapter functions as an analysis of the elements of virtual teams. In order to walk 
in the shoes of virtual team leaders and to answer this dissertation's research questions, one 
must first acquire a greater understanding of the relevant elements of a virtual team. These are 
structured in the people-process-technology framework which is strongly utilised in science 
and practice. It is an established framework in the consulting industry, project management, 
organisational changes and ITIL and used to cluster the three main elements of an 
organisation namely people, process and tools. Peter Drucker, one of the major authorities in 
business and management, is referred to as the sponsor of this very framework. Science uses 
this model primarily when investigating and clustering business problems. The framework is 
utilised for this dissertation for a variety of reasons. First, it captures the three key elements of 
virtual teaming, including both hard and soft factors. This helps to clearly differentiate that in 
contrast to common belief virtual teams do not only consist of processes and structures but 
more importantly of the often neglected human factors. Also, an effective virtual leader 
addresses all three elements simultaneously treating them as hygiene factors because 
neglecting one element will lead to a severe drop in team performance. Second, it is a 
framework both science and practice utilise and accept as valid. Third, other models such as 
e.g. the input-process-output model do not fit because virtual teaming is not a process but a 
pool of social interactions of people (Weick and Roberts, 1993). Also, other models including 
the input-process-output fail to capture the relevance of people’s behaviour.  
Still, for the purpose of virtual teaming the tool is slightly adapted, namely the 
technology cluster is expanded to "tools". In essence, the people cluster comprises the human 
or soft factors shedding light into the behaviour of virtual team members. The process cluster 
provides information about the procedures and flows within a virtual team. The tools cluster 
represents the enabler and supporter of virtual teaming, containing technology, training and 
the selection criteria. Towards the end of this chapter the results are summarised and the key 
findings are again highlighted. 
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12.2 Setting the stage 
Virtual teams hold many advantages over traditional teams and at first sight they do 
appear as a great and plain solution to modern organisations’ challenges, yet given their 
nature, they come with a price paid by leaders, team members and the organisation. This is 
because virtual teaming comes with difficulties and problems one does not usually confront in 
a face-to-face environment. Virtual team members and their leaders face challenges 
predominantly in the areas of communication and interaction, geographical and cultural 
distance. Also, the often neglected recognition and distance to their home-organisation are 
challenges to be mastered (Kimble et al., 2000). However, organisations still tend to believe 
that supplying their employees with a laptop and relevant communication technology will 
enable virtual teaming within their organisation, while failing at the same time to give 
sufficient attention to structure and relationship-oriented aspects (Raghuram et al., 2001). 
Cusumano (2008) agrees and states that companies’ views, mentalities and organisational 
skills lag behind the opportunities offered by technology. Siebdrat et al. (2009) also agree and 
additionally state that virtual teams do have the chance to perform higher than their on-site 
colleagues if they are lead and set up properly. In essence, this means that organisations 
should refrain from gathering experts blindly. Instead, the organisation has to ensure that both 
the team and the leader have the right social, emotional and task-related infrastructure 
available to them. 
 Understanding the challenges, processes, structures and elements of virtual teams 
helps taking the perspective of virtual team leaders and their team members. In order for this 
dissertation to investigate how a global corporate culture and values influence the behaviour 
of the leader and his style, one must develop a feeling for the virtual setting and to be able to 
walk in the shoes of their leaders and members and understand why classic management 
methods rapidly reach their limits.  
 
 
 
 
 
36 
The influence of a corporate culture on the leadership of virtual teams 
12.3 People 
12.3.1 Geographical distance and times zones 
“Owing to the brave and unusual decision by senior management to ‘force’ teams of 
diverse cultural and historical backgrounds together with no prior  
knowledge of one another…” (Lee-Kelley et al., 2004, p.654) 
 
As virtual team members are spread over various time zones, the common work time 
is rather limited. Finding a timeslot for a meeting can prove to be a challenge when there is 
little overlap of official working time (Sarker and Sahay, 2004; Battin et al., 2001). Another 
related problem is that sometimes one member cannot proceed with his work without the 
information from a colleague who is already at home (Joinson, 2002). 
Most studies state that growing distance decreases the performance of a virtual team. 
For example, Cummings (2011) states that geographical distance and different time zones 
result in a coordination difficulties. However, he found that team members who find 
themselves in the same or close time zone but are separated by a large distance face less 
coordination difficulties. "Thus, not surprisingly, members from New York find it easier to 
work with members from Buenos Aires than Tokyo” (p.24). On the other hand, Chudoba et al. 
(2005) claim that there is no relationship between the dispersion of a team and its 
performance. During a large scale research with Intel Corporation as their test subject they 
found “no relationship between team distribution and performance, including mutual trust 
among team members, effectiveness of communications and co-ordination, commitment and 
contributions of individual members, and quality and punctuality of team products” (p.296). 
The major reason for this finding might be that Intel employees have evolved as experts in 
virtual teaming over time, having become aware of intercultural and organisational 
differences through training and experiences. Colazo and Fang (2010) found in their 
investigation of an IT project working with the “follow the sun” principle that dispersion 
results in a higher quality and quantity when dealing with complex tasks. The explanation 
here is that virtual team members take more time to focus on their tasks.  
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Boh et al. (2007) warn that including a virtual team member in a face-to-face team 
brings with it elevated coordination efforts and costs. They even claim that too much 
dispersion will make benefits unsustainable. Their findings support that projects with a high 
dispersion of team members lead to lower net earnings due to elevated labour and non-labour 
related costs. Also, Gibson and Gibbs (2006) found that geographical spread may hinder 
innovation as coordination and information sharing is rather difficult. 
Virtual team members are scattered around the globe with different home 
organisations. In accordance with this, Lee-Kelley et al. (2004) and Kirkman et al. (2002) 
found in their study that members of a virtual team feel a certain degree of isolation for a 
variety of reasons: first, members need to collaborate with colleagues from different skill 
backgrounds which they have most probably never met in person. Second, virtual team 
members may feel isolated due to limited direct interpersonal contact. Third, virtual teams 
work across different time zones with a limited overlap for real-time collaboration and a 
slower response rate (Sarker and Sahay, 2004). Fourth, the geographical distance between the 
team members reduces the intensity of communication, especially in situations when team 
members struggle with communication technology (Smith and Blanck, 2002) which makes 
coordination more difficult (Espinosa et al., 2007a). Following Kotlarsky and Oshri (2005), 
employees from the same site are more likely to develop a team feeling than those spread out 
geographically. 
Virtual team members often find themselves situated in a matrix, meaning that they 
have to cope with their daily line organisation tasks and the work for the virtual team (Hertel 
et al., 2005; Nunamaker et al., 2009). The commitments and obligations to the local 
organisation can conflict with those of the virtual team (Malhotra et al., 2001). Lee-Kelley et 
al. (2004) support this with their study. According to their results, virtual team members 
struggle with balancing and prioritising their regular work with that of their virtual 
responsibilities to a degree in which stress is developed. They also note that virtual team 
members are frequently distracted by their on-site duties and the subsequent shift of focus 
proves to demotivate. Nunamaker et al. (2009) state that distractions might come in the form 
of spontaneous meetings with face-to-face colleagues, large email traffic and frequent on-site 
crises. In the same study none of the interview partners believed that that they were personally 
benefiting from their virtual work. 
According to Devine’s et al. (1999) research with traditional on site teams has shown 
that organisational support has a strong effect on the performance of teams. Being aware of 
38 
The influence of a corporate culture on the leadership of virtual teams 
this study, Hertel et al. (2005) assume that strong support and communication with other 
organisational units becomes more important the higher the degree of virtuality of a team is. 
In fact, virtual teams require support and resources from their home-organisation in terms of 
technological infrastructure and financials (Axtell et al., 2004). 
 
12.3.2 Communication and interaction 
12.3.2.1 Communication and interaction 
Literature names effective communication as one of the key characteristics of 
successful virtual teams. As team members infrequently have the chance to meet in person or 
use videoconference, communication is also a major challenge at the same time (Kossler and 
Prestridge, 2006). Communication comprises verbal and visual cues, with the latter 
commonly being absent in virtual teams (Paul et al., 2004). This means that virtual team 
members must “re-learn” communication as they cannot acquire additional information to the 
spoken by observing situations or processes. Instead, they must actively ask about 
expectations and processes (Ahuja, 2003). Also, virtual team members most probably do not 
have a common understanding and perspective on the use of tools, technology and 
terminology. Moreover, there is a dissymmetry with regards to mutual expectations and skills 
required to complete the required tasks. All this hinders effective communication (Vlaar et al., 
2008).  
Herbsleb and Mockus (2003) found in their study that in traditional on-site teams or 
networks there is more frequent communication than in virtual networks or teams. One of the 
reasons is that in a virtual environment it is harder to identify the colleague whose expertise 
best matches the requirement. Additionally, employees are challenged with identifying at a 
distance the right colleague for collaboration and to communicate effectively with him 
(Herbsleb et al., 2000). Ahuja’s (2003) study showed that new members of the team do not 
know who the right contact for specific information is. Therefore, they get in touch with the 
team coordinator. Another reason is that informal, spontaneous meetings cannot be realised as 
easily as in the same office compound (Putnam, 2001). Generally, there is also reduced 
contact between the leader of the team and the members (Stough et al., 2000). Unfortunately, 
Shwarts-Asher (2012) found sufficient evidence to say that traditional teams with regular 
face-to-face meetings show higher performance than virtual teams. Furthermore, the members 
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of a virtual team have a stronger need to be assured that the team activities are progressing in 
time, quality and scope (Wakefield et al., 2008). 
Another challenge faced by virtual teams is asynchronous communication. In this 
case, synchronicity refers to the possibility to communicate to all virtual team members at the 
same time and in real time (Carlson and George, 2004). If no synchronous communication 
technology such as videoconference is available or possible (e.g. due to large time 
differences) this will influence the effectiveness of the team (Sieber and Griese, 1998; Hertel 
et al., 2005). For example, Zakaria et al. (2004) conclude that the chances for 
misunderstanding and miscommunication in a virtual setup are extraordinary, especially when 
using asynchronous communication. One reason is that written words have the tendency to 
cause more harm than a spoken word in virtual teaming (Joinson, 2002).  
Traditional on site teams develop belongingness and interpersonal connections by 
informal meetings and shared workload (Greenberg et al., 2007). Possible barriers of 
interaction include the fact that virtual team members cannot meet up spontaneously and 
informally "at the water cooler" (Putnam, 2001). This is supported by Gibson and Gibbs 
(2006) in whose study one interview partner summarises this issue fittingly: “The biggest 
problem is that 90% of the decisions are made in the bathroom or near the coffee pot. They 
had to get the people that they needed to bring information into the meetings and discuss it 
there. If 2 out of 3 people are in Fort Worth and one of them is in the UK and not there, then 
that person is out of the loop. Early on it was a very significant problem” (p.474). 
Kimble et al. (2000) state that besides a common team culture, proper communication 
procedures are vital for the development of trust and credibility within the team. Following 
Lipnack and Stamps (1997) effective communication is crucial especially during the forming 
phase of the team as a means to develop and maintain trust. Also, generally communication is 
one of the main contributors to success because it is the main carrier for information with 
regards to coordination of activities between the team members. Espinosa et al. (2007b) 
propose that coordination problems fall into three categories that need to be managed: 
technical, temporal and process.  
Teams of virtual nature require more time for task orientation, and face issues such as 
higher role ambiguity and task uncertainty (Zigurs, 2003). This explains why virtual teams 
face difficulties with regards to the interaction and examination stages of the processing of 
information. In order to be effective, team members have to be aware of the current and future 
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activities. This requires knowing who is doing what in which period of time with whom. 
Virtual teams add one additional factor, namely “where” the activities are carried out (Ojala, 
2004).  
Ahuja’s et al. (2003) study found that those team members who share more 
information than they seek from other members perform better. However, what strongly 
separates virtual from traditional teams is the amount of differing communication styles of its 
members. This dissymmetry is driven by the cultural backgrounds of the members, their norm 
behaviour, and motivation to share information (Bjørn and Ngwenyama, 2009; Gudykunst, 
1997). Virtual team members must thus become active communicators in order for the team to 
be successful. Therefore, the leader of the virtual team must collaborate with the members 
when it comes to setting communication guidelines during the forming phase. Here focus 
should be paid on what, when and how to communicate (Jarvenpaa and Leidner, 1999; Ojala, 
2004). Frequent, if not daily communication between the leader and the members facilitates 
bonding of the team. This frequency helps to develop trust which in turn strengthens the 
quality of communication (Bergiel et al., 2008). Jarvenpaa and Leidner (1999) state that teams 
consistent in their communication outperform those with inconsistent communication. 
However, even if the appropriate technology is provided, virtual teams do communicate less 
frequently in real-time than on-site teams (Potter and Balthazard, 2002). 
Lee-Kelley et al. (2004) identified that virtual team members perceive longer but less 
frequent face-to-face meetings as more important, both with regards to relationship building 
and task completion. Longer face-to-face meetings give the virtual team members a better 
chance to allow for discussion and understanding of their counterpart (including status and 
role). As a result, team members start to develop a sense of trust and commitment and move 
quicker towards to the performing phase. Those teams that do not have the chance to meet 
face-to-face during the forming phase, have more difficulties and require more time to move 
towards to the storming and performing phase. This is supported by (Lee-Kelley et al., 2004) 
who state that the process of forming a group’s common identity requires a minimum of 
physical interaction. The physical meetings allow the team members to confirm or correct 
their perception of others. On top of this, the authors found evidence that those teams with a 
frequent physical contact outperform those teams that collaborate entirely virtually. 
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Research in the context of co-located teams has shown that rapport
1
 is the key to 
successful collaboration within a project team. Yet, there is still little knowledge about the 
establishment of rapport in virtual teams (Gremler and Gwinner, 2000). In fact, literature has 
the tendency to overemphasise the contribution of communication technology to the success 
of virtual teams and occasionally it downplays the importance of social aspects such as 
rapport (Battin et al., 2001). 
Curseu et al. (2008) found that virtual teams require more time to make a decision as 
the group does not possess a transactive memory. Furthermore, they cannot foresee the 
reactions of their virtual colleagues. This is due to the indirect interaction, geographical 
distances, a missing common history, and the high diversity in knowledge and experiences 
(Alavi and Tiwana, 2002). Likewise, the integration of information and knowledge of the 
individual team members often misses the needed consistency. In fact, Dennis (1996); Baltes 
et al. (2002) have shown in their studies that traditional teams are superior in their use and 
integration of information. Cappel and Windsor (2000) found that virtual teams take more 
time to make decisions, and have a significantly lower rate of consensus. However, when the 
team has a past history, a virtual team is just as effective in communication and sharing 
information as a traditional team (Alge et al., 2003). 
Chidambaram and Tung (2005) found in their study that virtual team members use 
their time more efficiently than face-to-face teams and in a common scenario, in which a team 
has to deliver results of intellectual nature under time pressure and without anonymity of the 
team members, those teams meeting face-to-face outperform virtual teams (Curseu et al., 
2008; Andres, 2002). 
 
12.3.2.2 Influence of corporate culture on communication and interaction of 
teams 
The following is a collection of influences of a corporate culture on face-to-face teams 
that might also apply to virtual ones.  
A common culture is no cure for miscommunication, yet it drastically decreases the 
dangers of it. This is because in theory then there is no need to discuss aspects which are 
covered by common values, philosophies or beliefs. Additionally this helps the recipient to 
                                                 
1
 Rapport: “the quality of the relation or connection between interactants, marked by harmony, conformity, 
accord, and affinity” (Concise Oxford English Dictionary, 2002) 
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interpret what is communicated to him (Sathe, 1983). A same or similar corporate culture, 
especially its values, shapes the actions of the individual employees (Nacinovic, 2012) and 
simplifies the delegation of tasks (Aghion and Tirole, 1997), communication (Al-Mutawah 
and Lee, 2008), decision making and coordination (Cremer, 1993). Current researchers argue 
that this is because corporate culture leads to a consistency of behaviour among the 
employees (Sørensen, 2002). Sathe (1983) found that a common culture positively impacts 
the decision making progress. This is because shared beliefs and values result in a more 
common viewpoint and preference and directly influence the degree of real/true collaboration.  
 
12.3.3 Trust  
“How do you manage people whom you do not see! The simple  
answer is, by trusting them.” (Handy, 1995, p.2) 
 
Trust has a significant impact on the performance of virtual teams (Sarker et al., 2011; 
Panteli and Tucker, 2009). Keeping the leadership of virtual teams in mind, the combination 
of the following three definitions provide a clear picture of the elements of trust. 
Child (2001, p.275) defines trust as “the willingness of one person or group to relate 
to another in the belief that the other’s action will be beneficial rather than detrimental, even 
though this cannot be guaranteed.” Furthermore, “trust is the expectation by one person, 
groups or firm of ethically justifiable behavior, that is, morally correct decisions and actions 
based upon ethical principles of analysis on the part of another person, groups, or firm in a 
joint endeavour or economic exchange.” “Trust is the reliance by one person, group, or firm, 
upon a voluntarily accepted duty on the part of another person, group or firm, to recognize 
and protect the rights and interests of all others engaged in a joint endeavor or economic 
exchange” (Hosmer, 1995, p.399, p.393) as agreed by Greenwood and Buren (2010). 
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With focus on virtual teaming, Paul and McDaniel (2004) cluster trust into four 
categories:  
 Calculative: A balance in form of a trade between the benefits and costs of 
entering a commitment 
 Competence: Trust in the capabilities and skills of the other team members and 
their ability to deliver results 
 Relational: The feeling of an interpersonal relationship with the other team 
members 
 Integrated: A combination of the previous three categories of trust 
They argue that there is already sufficient trust in the team in order to perform high if 
at least one of the four trust categories is positive and the others at least neutral (not negative). 
The study of Dirks and Ferrin (2002) describes the relationship of a follower and a 
leader with regards to trust. This follower-leader concept may be applied to virtual teams 
according to the author, as well. They argue that when there is trust, people invest less time 
“covering their back” and more time in dealing with their task. Furthermore, keeping in mind 
the “social exchange theory”, they argue that people who have a trustful relationship develop 
stronger interpersonal relationships. These stronger relationships result in people going the 
“extra mile” for each other leading the team to higher performance. In a team where there is a 
high level of mutual trust, members spend less time protecting their back and more on their 
actual tasks. Teams with a high level of mutual trust form stronger interpersonal relationships 
leading to higher mutual support, thereby increasing team performance. Also in virtual 
teaming trust has a positive effect on working relationships (Sharifi and Pawar, 2002) as well 
as on performance (Palanski et al., 2011). Unfortunately, even when starting with the same 
level of trust, high performance teams are much more likely to maintain trust in the long run 
compared to low performance teams (Kanawattanachai and Yoo, 2002). Piccoli and Ives 
(2003) identified in their study that control mechanisms targeted at the behaviour of the 
virtual team members have a negative effect on trust. These mechanisms include weekly 
reports, harsh deadlines and individual specific work packages. 
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12.3.3.1 Virtual teaming requires trust 
In order to develop trust, it requires personal contact, frequent interactions and 
socializing between the team members. These aspects prove to be real challenges for leaders 
of virtual teams as stated earlier on because building trust virtually is a complex process 
(Porter and Donthu, 2008). Lee-Kelley et al. (2004) support this by stating that trust and 
shared dedication both require touch in order to develop. Truly, in order for virtual teams to 
be successful, there must be trust in the team (Paul and McDaniel, 2004; Davis, 2004) and 
treated as a hygiene factor. Smith and Blanck (2002) conclude that trust is the very basis for 
effective communication, supporting effective collaboration. Nonetheless, given the 
geographical distance that applies to virtual teams, trust is very difficult to achieve at the same 
time. The absence of face-to-face meetings is a major challenge for virtual teams when it 
comes to sharing a common identity, trust and knowledge (Rasmussen and Wangel, 2007). 
Actually, for virtual teams to bring their two biggest assets to life, namely speed and 
flexibility, trust is absolutely essential (Jones and Bowie, 1998). This is because “Trust […] is 
efficient; it saves a lot of trouble to have a fair degree of reliance on other people’s word” 
(Arrow, 1974, p.23). Likewise, as many virtual teams only exist for a limited period and are 
often given important objectives, trust must develop quickly (Alge et al., 2003; 
Kanawattanachai and Yoo, 2002; Malhotra et al., 2001). Nonetheless, one study (Gallivan, 
2001) contrasts the above mentioned scientific input by stating that trust is not necessarily 
essential when certain control mechanisms are in place. Nonetheless, this study observed open 
source software and may not be applicable to other industries or projects types. 
 
In virtual teams, traditional trust building activities (social gatherings, general 
interpersonal contact etc.), the earlier mentioned “touch”, rituals and common behaviours are 
absent (Lee-Kelley et al., 2004). This coupled with diversity and uncertainty (Jarvenpaa and 
Leidner, 1999) makes the establishment of trust in virtual teams quite a challenge for both the 
members and the leader. In fact, traditional teams, physically located on the same company 
site, experience much more trust not having to rely on communication technology (Zheng et 
al., 2002). Yet Rocco (1998) and Zheng et al. (2002) show with their research that personal 
communication within the virtual team increases trust and the level of collaboration. 
 During the lifecycle of a team there can be variations in the level of trust, both up and 
down. Therefore, a once established trust should not be taken for granted and continuously 
strengthened and fostered (Rose and Schlichter, 2013). 
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12.3.3.2 Swift trust 
Meyerson et al. (1996) emphasise the concept of “swift trust” for teams of temporary 
existence and a common objective, such as a virtual team. As virtual teams often act under 
time pressure, they have little time to get to know their team members using first-hand 
information, unlike traditional teams which establish trust with interpersonal contact. What 
happens at a swift trust scenario is that team members think back of similar situations in their 
past and import this trust into their current situation. Furthermore, they use categories and 
stereotypes to form impressions of each other. Also, they base trust on the assumption that the 
other members are trustworthy because they have been introduced by a trusted colleague or 
are part of a similar organization. The reputation of the organisation plays a role in the 
establishment of trust within the team. Action and momentum strengthen trust as they give the 
team confidence that it is able to cope with the uncertainties and risks associated with virtual 
teams. Swift trust assumes clear roles and responsibilities within the group to be 
communicated. The authors argue that missing clarity in this area, in fact, decreases trust. 
Two weaknesses of the theory of swift trust are that it requires periodic physical meetings and 
that all team members report to the same manager.  
Robert et al. (2009) claim that the type of trust depends on the stage of the relationship 
between the team members. While starting with swift trust, gradually they start to base their 
trust on “knowledge based trust” as they collect more information about their team members. 
The latter is influenced by the individual degree of integrity, benevolence and abilities of the 
other team members.  
 
12.3.3.3 Influence of corporate culture on trust 
Nir et al. (2012) found in their study in the area of supply chain management that 
shared values and beliefs derived from a similar corporate culture increase the likelihood of 
trust and knowledge sharing between partners. Furthermore, it is likely to increase the 
performance of the organisation. They go on by saying that compatibility with regards to 
culture leads to better integration of the teams and that a common culture leads to higher 
understanding which in turn leads to higher trust in the team. Corporate culture, as found in 
their study, has a substantial positive effect on inter-organisational trust. Factors that influence 
trust (in the supply chain) are commitment, rules of cooperation and organisational 
compatibility of the involved parties.  
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12.3.4 Commitment 
In a virtual environment, team identity and belongingness are difficult to establish. 
Both aspects negatively impact the performance of the team (Curseu et al., 2008) because 
they lead to lower cooperation between the team members and lower commitment to the team.  
Lee-Kelley et al. (2004) found that employees who work and interact with a high 
frequency show cohesion and commitment to each other in the long-run. While these 
employees show some commitment to the official division they are located in, they show very 
little commitment to the corporate group or organisation as a whole. The lessons learned from 
Lee-Kelley et al. (2004) state that time, structure and distance affect the level of commitment 
and sense of belongingness employees feel. Similarly, Chidambaram and Tung (2005) 
compared face-to-face and virtual project teams with a focus on social loafing. They found 
that due to the absence of the physical presence of the other team members and not being able 
to immediately see the other’s output, virtual team members contributed less ideas to the 
group. Nonetheless, the team performance did not vary between the virtual and the face-to-
face teams. Another valuable study of social loafing in virtual teaming is Alnuaimi et al. 
(2010) who found that team size and dispersion are the two major drivers. They conclude that 
social loafing is more frequent in virtual teams than it is in a traditional on-site environment 
and a major contributor to productivity loss in a team.  
 
Figure 8 Level of commitment (own interpretation) 
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12.3.4.1 Recognition 
Lee-Kelley et al. (2004) found that acknowledgement and recognition for the efforts of 
virtual teams is vital for achieving the objectives and for commitment to future activities. As 
the accomplishments of virtual teams are less visible than those of traditional on-site teams, 
the right recognition and public acknowledgment of the achievements is critical to the project 
success and for future commitment. Unfortunately, the frequency of recognition events for 
virtual team members tends to be lower than for traditional teams, and their execution harder 
(Malhotra et al., 2007; Verburg et al., 2012).  
 
12.3.4.2 Influence of corporate culture on commitment 
In order for employees to fully identify with the organisation’s objectives, they need to 
feel some emotional attachment to the objectives and the organisation. Shared beliefs and 
values help this generation of identification, belongingness and attachment. Furthermore, 
employees who are committed to the organisation and its objectives automatically act in the 
interest of the company (Sathe, 1983). Furthermore, a strong corporate culture is beneficial 
because shared beliefs improve communication and common values help increasing 
cooperation and commitment (Sathe, 1983). Given that a corporate culture is properly lived 
by the employees, it can be very effective in advertising and encouraging motivation to work, 
loyalty and trustfulness to the organisation (Ray, 1986). 
Each of the three levels of a corporate culture has a vital purpose. On one side it can 
help increase the acceptance of the culture, and on the other it can help embracing the goals 
and values of the organisation. Simultaneously, it creates a feeling of belongingness to the 
organisation (Peters and Waterman, 1982). 
 
12.3.5 National culture 
12.3.5.1 National culture in virtual teams 
A culture specific to a location or region is a known source of conflict in virtual 
collaboration (Hinds and Bailey, 2003). Cultural differences have the tendency to lead to 
ineffective communication. For example, some cultures prefer socialising prior to a project 
launch in order to build relationships and others prefer to socialise once the task has been 
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completed (Van Ryssen and Godar, 2000). Due to the diverse cultural backgrounds of its 
members, virtual team members have a pool of different values that shape their behaviours. 
This dissymmetry may prove to slow down team cohesion and weaken collaboration. For 
example, Stetten et al. (2011) found in their case study that Indian team members, given the 
high face maintenance, power distance and low assertiveness of the Indian culture, had the 
tendency to avoid open conflicts and criticism. Correspondingly, they frequently 
communicated in an indirect way. As a result, this showed negative effects on the 
establishment of trust and transfer of knowledge with their German counterparts who are very 
direct and communicate with low context. In essence, the diverse cultural backgrounds of the 
members (language, values, working and communication habits, assumptions etc.) have the 
potential to cause conflicts within a team (Baumard, 1999) because language skills and 
culture act as a filter when receiving information (Snyder, 2003). This coupled with the 
necessity to rely on technology for communication increases the chances for 
misunderstandings and may also result in the escalation of conflicts (Hertel et al., 2005). 
Moreover, different cultures prefer different communication technologies (Shachaf, 2008). 
 
12.3.5.2 Influence of corporate culture on national culture 
Literature has found performance gaps between collaborating organisations with very 
identical structures. This leads to the assumption that cultural differences might be the cause 
of the gaps in performance (Ernst, 2001). In fact, studies have shown that a multinational 
team, sharing the same corporate culture, shows less signs of conflict, less impact of cultural 
differences, and higher synergy (Huang and Trauth, 2008).  
 
12.4 Processes 
12.4.1 Key lifecycle activity of virtual teams - the forming phase  
Literature gives the forming phase a great deal of importance when it comes to the 
success of a virtual endeavour. A large amount of literature agrees that virtual team members 
must meet face-to-face during the forming phase in order to be successful (Lipnack and 
Stamps, 1997; Rocco, 1998; Robey et al., 2000; Maznevski and Chudoba, 2000; Jackson, 
1999; Dubé and Robey, 2008), especially in a competitive environment (Hill et al., 2009). 
Furthermore, the forming phase should comprise a kick-off meeting to clarify the vision and 
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goals, to clarify the individual roles and areas of responsibility and to get to know the team on 
a personal level. The next steps should include training and agreement on the communication 
technology used and agreement upon rules (Montoya-Weiss et al., 2001). In practice, 
however, due to common budget cuts meeting face-to-face is rarely possible as stated by the 
interview partners. This leaves the leader in a common situation in which he needs to unite a 
group of employees from diverse cultural and organisational backgrounds with the use of 
communication technology only.  
 
12.4.2 Knowledge generation and exchange 
“When online technology allows information flows, teams that share information 
appropriately perform better.” (Rafaeli and Ravid, 2003, p.204) 
 
 The knowledge of a group is defined by Baumard (1999, p.66) as “knowledge of the 
unspoken, of the invisible structure of a situation, a certain wisdom.” Kotlarsky and Oshri’s 
(2005) definition adds some more details to this by stating that knowledge also comprises 
knowing the rules, beliefs, assumptions and the environment. Katzy et al. (2000, p.1) define 
knowledge management as “the process of acquiring, creating, sharing, and using 
knowledge” and adds that “knowledge is a commodity that should stay around as long as it is 
usable, typically far beyond the life of a single project.” Davenport and Prusak (1998, p.4) 
define knowledge as “a fluid mix of framed experience, values, contextual information, and 
expert insight that provides a framework for evaluating and incorporating new experiences 
and information.” Even though all definitions are relevant, for the purpose of this dissertation, 
we will stick to Davenport and Prusak’s (1998) definition as it best portrays the relevant 
elements of knowledge within a virtual team.  
Cramton (2001, p.355) identified in her study five major reasons for ineffective 
knowledge transfer in virtual teams:  
“Failure to communicate and retain contextual information” – Example from the 
study: team members struggled to acquire and remember information about the backgrounds 
of their dispersed team members. They also missed to communicate their own background. 
As a result they were not aware of vacations or local obligations of the other members. 
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Sometimes they also assumed that the face-to-face colleagues or their team worked closer 
together. 
“Unevenly distributed information” – Example from the study: a dissymmetry in 
information was caused by wrong email addresses or not including all members in the 
distribution list. Problems started to occur because team members continued assuming that 
everyone was on the same page.  
“Difficulty communicating and understanding the salience of information” - Example 
from the study: with the absence of visual and verbal cues such as tone, there was a 
dissymmetry between what the sender stressed and what the receiver perceived as salient.  
“Differences in speed of access to information” - Example from the study: some team 
members have 24/7 access to their emails while others only during office hours. Also, some 
team members do not check their emails on a regular basis. 
Difficulty interpreting the meaning of silence - Example from the study where team 
members misinterpreted silence: “Over the course of the project, it became clear that silence 
had meant all of the following at one time or another: I agree. I strongly disagree. I am 
indifferent. I am out of town. I am having technical problems. I don't know how to address 
this sensitive issue. I am busy with other things. I did not notice your question. I did not 
realize that you wanted a response” (p.359). 
Rasmussen and Wangel (2007) discuss that it requires trust and knowledge sharing in 
order for virtual teams to interact effectively and to make quick decisions. These issues are to 
be addressed by the leader of the team. Yet, the higher the level of virtuality the harder the 
information sharing within the team (Mesmer-Magnus et al., 2011). Using SAP and LeCroy 
as case studies, Kotlarsky and Oshri (2005) conducted qualitative interviews. 43% of the 
statements made during the interviews associated the sharing of knowledge with successful 
virtual teamwork. The interviewee mentioned reasons such as e.g. when a problem comes up, 
it is more efficient to know who can fix it rather than “finding the bug” (p.42) and it is more 
efficient to know “who’s doing what” (p.42) than sending all request to one person acting as a 
broker. 
In order to generate knowledge, in this case within virtual teams, to be available for 
future projects or the organisation it is necessary to make the knowledge explicit within the 
organisation. Furthermore, this includes making explicit who knows what (Lurey et al., 2001; 
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Faraj and Sproull, 2000). In order for knowledge to become explicit it needs to be converted 
from its “tacit” state. Tacit knowledge is traditionally described as knowledge available in the 
heads of individuals or in this case within the virtual team (Nonaka and Takeuichi, 1995) but 
not officially on paper. According to Nonaka et al. (2000) socialisation is the approach by 
which explicit knowledge is shared within the group. Tacit knowledge on the other hand, 
being difficult to express, requires direct interaction. As a result, proper knowledge sharing 
(explicit and tacit knowledge) requires both aspects. 
Curseu et al. (2008) argue that processes in virtual teams are not very effective, 
rendering the sharing of information ineffective, too. Similarly, Herbsleb et al. (2000) and 
Gibson and Gibbs (2006) found in their respective study that virtual project have major 
difficulties identifying who knows what. In other words, it was hard to initiate contact with 
other members without knowing who is to be contacted for which issue. Hence, it was 
difficult to communicate effectively across the project team. As a result, the project suffered 
from coordination problems. The sample project from Herbsleb et al. (2000) was clearly 
missing a “transactive memory” meaning the pool of knowledge of a team combined with 
clarity with regards to who knows what (Wegner, 1986; Haythornthwaite, 2005). 
Kanawattanachai and Yoo (2007) found that not only face-to-face but also virtual teams can 
develop a transactive memory system. However, they add that it does require more time in a 
virtual setting. In the mentioned case study of SAP and LeCroy, Kotlarsky and Oshri (2005) 
found that knowledge sharing has a positive impact on successful cooperation. In fact, they 
even state that based on their findings knowledge sharing (and social ties) is a key to 
successful cooperation in virtual teams. This is because knowledge sharing leads to the 
development of a transactive memory and collective knowledge, making it easier to find the 
right contact partner and having a greater pool of knowledge available. Unfortunately, Katzy 
et al. (2000) conclude that the greater part of project managers do not plan for time for 
implicit knowledge transfer. With the absence of a project phase labelled knowledge transfer, 
knowledge management within the team members can prove to be difficult for virtual teams. 
Moreover, given the temporary nature of virtual teams, the lack of routine and the challenges 
of virtual teaming make it difficult to realise an efficient knowledge transfer (Ahn et al., 
2005). Chidambaram and Tung (2005) found in their study that even though virtual team 
members shared fewer ideas than face-to-face teams they have reached the same quality of 
group decisions.  
52 
The influence of a corporate culture on the leadership of virtual teams 
The “information sampling model” by Stasser and Titus (1985) shows that groups 
mainly make use of knowledge and information all members have in common. By sticking to 
the common denominator, the group does not make use of the entire information available in 
the minds of the individual members. Furthermore, as stated by Curseu (2006) the individual 
contributions during e.g. virtual team meetings are not balanced. A small proportion of 
participants contributes strongly whereas the broader mass remains more passive. According 
to Curseu et al. (2008) the “information sampling model” by Stasser and Titus (1985) is less 
present in a virtual environment as it is in traditional teams. He goes on by referring to 
Nunamaker et al. (1996) who discuss that this might be due to a lower normative pressure in 
virtual teams given that the virtual environment holds less social cues. Those team members 
will with a higher virtual competence contribute more in the area of knowledge generation 
and transfer due to their advanced proficiency in virtual communication (Wang and Haggerty, 
2008). 
Rosen et al. (2007) recommend six best practices to stimulate knowledge sharing in 
virtual teams. First, one is to create a trustful and safe atmosphere within the team. Also, one 
should take out some speed and pressure by having regular meetings and agreed deadlines. A 
great help is also to provide the necessary communication technology to facilitate sharing 
information. Leaders have a particular duty which is to act as a role model by actively sharing 
their knowledge. Moreover, the team has to try to build a transactive memory and lower 
cultural barriers that might hinder effective knowledge sharing.  
According the results of Nir’s et al. (2012) research, inter-organisational trust has a 
significant positive effect on knowledge exchange. Furthermore, corporate culture has a 
strong positive effect on knowledge exchange, too. 
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12.4.3 Conflict resolution and management 
Important for this dissertation is the differentiation of the three different types of 
conflict as provided by Wakefield et al. (2008). 
Task conflict Disagreements on work content, tasks, roles and responsibilities 
Relational conflict Misunderstandings about cultures and norms of the team members, 
even personal dislike for another members style of communication 
Process conflict Disagreement on the methods and processes required to accomplish 
the assignments 
Table 1 Three types of conflict 
 
The study from Johnson et al. (2002) showed that when assignments themselves are 
not difficult, conflicts within the team are not of a task conflict nature. Most conflicts arise 
from the lack of willingness to participate, lack of planning and individual disagreements. The 
results of this were lower trust and lower team cohesion. Furthermore, unsolved conflicts 
slow down the progress of the entire team. However, a certain level of cognitive conflict may 
be necessary for achieving better results because it stimulates interaction. Still, this cognitive 
conflict must be kept under control so it does not slow down or stop the virtual endeavour 
(Chiravuri et al., 2011). 
Given the nature of virtual teams as discussed earlier, conflicts are very difficult to 
manage in this setting. Past research has also shown that traditional teams face less task and 
interpersonal conflict (Hinds and Mortensen, 2005). Still, effective conflict resolution is 
essential to a virtual team's performance (Shin, 2005). 
Warkentin et al. (1997) found that the platform for virtual teams to process non-verbal 
information is limited. This can cause misunderstandings within the team and eventually 
conflicts. Paul et al. (2005) states that in a scenario where team members are mostly 
individualistic each team members will pursue his personal goals instead of the ones of the 
group. The group's objectives are then most likely only followed if they match the personal 
ones. In this constellation team members unlikely resolve their conflict in a collaborative 
style. Unfortunately, those teams with a collaborative conflict style show higher performance 
with regards to decision quality, the satisfaction of the decision making process and 
agreement within the group (Paul et al., 2005). Nonetheless, a collaborative conflict style 
showed no noteworthy effect with regards to the perceived overall participation within the 
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research sample. However, a previous study by Paul et al. (2004) revealed that a collaborative 
conflict style is one element to improve the performance of a virtual team and that it leads to 
active participation of the members during a group decision making process. 
Last, Guindi and Kamel (2003) found in their study that there is a relationship between 
corporate culture and conflicts within multicultural teams. When a corporate culture is shared 
between multicultural teams, it can help reduce conflicts and improve efficiency.  
 
12.5 Tools 
12.5.1 Technology 
Computer mediated communication technology can be used to connect virtual team 
members regardless of geography or time zones. Yet, it remains necessary to understand when 
and where each technology best matches the needs of the team (Suh et al., 2011). 
Communication software developed specifically for the virtual environment is called 
“groupware”. It does not manage to cope for physical contact completely but helps to a large 
degree to communicate smoothly (Lipnack and Stamps, 1997). It provides teams with a 
common platform for communication, decreasing the amount of missed information and idle 
time (Bergiel et al., 2008; Rocco, 1998). Without today’s advanced communication 
technology as an enabler, virtual teams could not exist the way they do today. The tools used 
can be categorized in synchronous (telephone, video- and tele-conferencing etc.) and 
asynchronous (email, blogs etc.). Synchronous tools allow team members from different sites 
and time zone to be able to communicate in real time about their tasks (Bergiel et al., 2008). 
Moreover, Wakefield et al. (2008) and Curseu et al. (2008) found that as virtual team 
members gain user skills and comfort using communication technology, the communication 
within the team becomes richer.  
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Overview of the most commonly used communication technologies (Herbsleb and 
Mockus, 2003; Smith and Blanck, 2002):  
Synchronous: Asynchronous 
Chat Email 
Video conferencing Intranet (wikis, blogs) 
Telephone and teleconferencing Group calendar 
 File share 
 Electronic meeting systems 
Table 2 Overview of communication technology 
 
Popular virtual collaboration tools according to Cummings (2011, p.26) are "Cisco’s 
Quad, IBM’s Lotus Connections, Salesforce.com’s Chatter, and Microsoft’s Lync.” However, 
using e-mails as a major tool for virtual communication can be troublesome as portrayed in 
Thomas and Bostrom's (2010, p.129) study: "As a project manager, I would send 
out…important e-mails with information that people needed, specs, schedules and status, and 
plans and things like that. I thought that I was communicating everything that everyone 
needed to know, but the problem we recognized was that there was too much information 
going across e-mail. People are either ignoring e-mails to begin with or unable to find the 
appropriate e-mail when they needed it down the road." 
Duarte and Snyder (2001) argue that collaboration within a virtual team can be 
enhanced via a common web page / file sharing system. While this facilitates the sharing and 
actuality of documents, it plays only a minor role in contributing to successful collaboration 
and communication as shared by the interview partners of the pre- and main-study. Given the 
absence of non-verbal or visual cues in audio conferencing virtual teams using these 
technologies are reported to take more time for making decisions (Curseu et al., 2008; Cappel 
and Windsor, 2000; Baltes et al., 2002). Also, the lack of non-verbal cues hinders the spread 
of enthusiasm and motivation from one team member to the other (Nunamaker et al., 2009). 
Thomas and Bostrom (2010) found that a proportion of project managers try to use 
communication technology to solve communication problems within the team. However, the 
success of this route is very limited. 
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Karpova et al. (2009) found that synchronous tools are favoured for making decisions 
and discussing problems. Asynchronous media, on the other hand, is more commonly used for 
initial contact, the exchange of documents and facts, as well as reporting.  
For communication technology to become effective, it needs to fit the needs of the 
virtual team and its tasks (Dubé and Robey, 2008). Once this is the case, it allows for 
information exchange between the team members leading to a higher effectiveness, 
satisfaction and commitment (Maruping and Agarwal, 2004; Caballer et al., 2005; Rico and 
Cohen, 2005). Nevertheless, Niederman and Tan (2011) identified that team members from 
different cultures have a different perspective on the “right” communication tool as they have 
a different response pace to asynchronous media (e.g. email) and different ways of processing 
information. Depending on the task, the virtual team selects the right communication media 
itself. For example, in an environment in which a lot of hard facts are exchanged, text 
messages are preferred (Hinds and Kiesler, 1995). Furthermore, people show different 
patterns in their style of communication (Shachaf, 2008), and proficiency in the language 
(Sarker and Sahay, 2004). These factors influence technology based communication. Also, 
wrongly addressed or undelivered text messages such as email may influence overall 
collaboration (Cramton, 1997). Furthermore, video conferencing solves several yet not all 
challenges associated with virtual collaboration (Rockmann and Northcraft, 2008). 
Zigurs (2003) argues that communication technology provides the platform for equal 
participation, as it decreases the impact of status which comes with appearance and tone. 
Therefore, the number of alternatives developed during brainstorming and the general 
performance increases (Pissarra and Jesuino, 2005). On the other hand, Valacich et al. (1992) 
found in their research that anonymity does not affect the quality or the quantity of ideas 
generated.  
Even when text communication such as email is used for collaboration it may prompt 
emotions within the team. Cheshin et al. (2011) found that both positive and negative 
emotions can spread in written communication showing that emotions are also triggered 
without verbal or visual cues. Still, text messaging is inferior to video and telephone when 
establishing trust (Bos et al., 2002).  
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12.5.2 Training 
Technology can be considered the glue used to connect virtual team members. 
However, it requires human input in order to show the full effect and is of little use if it does 
not match the needs of its users (Zakaria et al., 2004). Therefore, it is the responsibility of the 
team leader to ensure that all members have the right knowledge and ability to use of the 
software and hardware provided (Bergiel et al., 2008). This is crucial because those members 
who are more familiar with the use of communication technology are more active in a virtual 
setting (Johnson et al., 2002). Brown et al. (2004) found that submissive team members are 
more likely to perceive technology as a constraint for participation than dominant ones do. 
This reinforces again the importance of training and the interplay between dominance and 
submissiveness.  
Also, language and intercultural trainings are recommended, especially for junior 
project team members of international virtual teams. These trainings aid in reducing the 
chances for distrust and increase the speed of the team formation (Oertig and Buergi, 2006). 
Following Sarker and Sarker (2009) virtual team members require additional non-technology 
training prior to their first assignment. Strongly recommended is inter-cultural training. This 
way -they argue- knowledge, abilities and skills are developed with the aim to share a 
common work culture. Anawati and Craig (2006); Garrison et al. (2010); Krishna et al. 
(2004); Stetten et al. (2011) add that additional trainings should comprise cultural awareness 
and intelligence. These further trainings help virtual team members to understand cultural 
differences, regulate mutual expectations, demonstrate the right behaviours, reduce 
misunderstandings and develop trust. Nevertheless, David et al. (2008) raise awareness to the 
idea that the cultural training must not stress cultural differences by the use of stereotypes, as 
this will negatively influence the forming of the team. Huang and Trauth (2008) and Krishna 
et al. (2004) add that for a cultural training to show the maximum effect for virtual teams, 
trainings should be held before the formation as well as during the performing phase, 
allowing for reflection along the way. Further trainings recommended for virtual teams 
comprise language and communication trainings (Li et al., 2012; Oshri et al., 2008; Kuprenas, 
2003) and conflict management (Kankanhalli et al., 2007). Still, Ebert and De Neve (2001), 
conclude in their study about a large scale virtual IT project that even the best available 
trainings are unable to substitute for strong collaborators and extraordinarily effective 
managers. 
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12.6 Essence-Vital information for virtual leaders 
12.6.1 Challenges of virtual teams 
In summary, it is hard to identify the right contact person as who knows what is not 
transparent. Informal, spontaneous meetings cannot be realised as easily as in the same office 
compound. There is reduced overall contact between the team members. High chances for 
misunderstanding and miscommunication are present. Furthermore, team members might feel 
isolated from the rest of the group. Difficulties in finding a common timeslot for meetings due 
to different time zones are reported. Accomplishments of the team are less visible within the 
organisation and team members struggle between the responsibilities of their home 
organisation and the ones of the virtual team. 
 
12.6.2 People 
Virtual team members must learn how to communicate without visual cues. Awareness 
needs to be raised that virtual teaming requires behaviour different to face-to-face. Active 
communication between the team members is vital. This comprises who is doing what, when, 
with whom and where. Those teams not meeting physically during the forming phase require 
more time to become a team. Also, there is higher trust in the team when having met face-to-
face. Virtual teams communicate less frequently than their face-to-face counterparts. Longer 
but less frequent team meetings allow for better relationship building and more effective 
communication. 
 
12.6.3 Processes 
Sharing knowledge is a major challenge of virtual teams as less frequent communication 
leads to lower knowledge transfer. Also, it is difficult to identify which member knows what. 
Tacit knowledge needs to be made explicit. However, this process requires direct interaction. 
Most conflicts rise from the lack of willingness to participate. 
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12.6.4 Technology 
Communication technology is the enabler and thereby hygiene factor in virtual teaming. 
However, it must suit the needs of the team. Asynchronous technology has the tendency to 
cause misunderstandings and delays in communication. It is mostly used to share data and 
files. Moreover, synchronous technology is used for making decisions and discussing 
problems. Still, the absence of visual cues can slow down decision making. Last, training in 
technology and virtual interaction are essential for a team’s success as the communication 
becomes richer. 
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13 Leadership of virtual teams 
“Although virtual teams will play a key role in the design of organizations in the new 
millennium, we know relatively little about them and their implications  
for effective leadership.” (Bell and Kozlowski, 2002, p.41). 
 
13.1 Guiding theories: 
 Maruca and Egan (1998) state that leading virtual teams requires leaders to account for 
aspects that are given in traditional teams 
 Leaders should motivate the team members to develop norms and values in the area of 
communication (Jarvenpaa and Leidner, 1999; Mesmer-Magnus et al., 2011)  
 Efficient virtual team leaders distinguish themselves by focusing on building trust and 
unity (Kayworth and Leidner, 2000 and 2001)  
 Virtual teams require true leadership in order to function properly (Hertel et al., 2005) 
 Malhotra’s et al. (2007, p.68) study summarises the need for additional skills very 
well: "I must be a diplomat to help teams overcome cultural differences, an 
ambassador to keep sponsors around the world updated on the team's progress, a 
psychologist to provide a variety of rewards to a diverse and often isolated group of 
team members, an executive, a coach, and a role model all at the same time." 
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13.2 Challenges and needs of the leader 
Leaders of virtual teams face challenges different to those of traditional line managers 
(Kirkman et al., 2002). In fact, on top of the classic traditional team challenges, additional and 
different ones are to be faced in a virtual environment (Hunsaker and Hunsaker, 2008). 
Isolation (Kirkman et al., 2002), organisational belongingness, different cultures, 
geographical distance, and time zones make it difficult for the leader to maintain a common 
direction of the team members (Kossler and Prestridge, 2006). Also, the absence of physical 
discussions and meetings which allow for non-verbal communication mean that leaders have 
to invest more effort in developing, preserving and supporting their team in building relations 
with each other (Beranek et al., 2005).  
One interview partner of Malhotra’s et al. (2007) study on the leadership of virtual 
teams summarises the differences that come with leading virtual teams very well: 
"Synchronizing the efforts of a geographically, culturally, and technically diverse virtual team 
does not happen magically... My first priority is to build the kinds of working relationships 
where team members will freely share knowledge, leverage members' collective expertise, 
anticipate each other’s actions, and feel confident that all team members are making a full-
fledged contribution to the team's success” (p.68). As a response to the new environment 
leaders need to develop new methods and styles for collaboration and communication (Oertig 
and Buergi, 2006; Townsend et al., 1998).  
The team member behaviour is also known to cause direct challenges for the leader. 
Cordery’s et al. (2009) interview partners stated that it is difficult to trigger conversations and 
keep them alive during virtual meetings, especially during teleconferences. Motivating team 
members to participate and become involved can become tough as team members struggle 
between their daily on-site business and the workload that comes with the virtual team. In 
many cases the virtual work comes on top of the daily tasks of their job. Combined with time 
zones this is what makes finding a common timeslot though as at least some members will be 
forced to participate in an evening or early morning meeting. This might have a negative 
effect on attendance and commitment because it prolongs standard working hours. 
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13.3 Necessity of an effective leader in virtual teaming 
It is a great challenge to realise effective and efficient leadership of virtual teams 
(Zigurs, 2003; Cascio and Shurygailo, 2003) yet virtual teams require leadership in order to 
function properly (Hertel et al., 2005). As virtual teams have no common history, beliefs and 
assumptions, the leader must execute his responsibilities very precisely and unambiguously. 
Additionally, he must himself proactively influence the development, and continuity of the 
rapport of the team members (Beranek et al., 2005). Available research and theory uncover 
the fact that the leaders’ behaviour is essential for the success of the team (Shwarts-Asher, 
2012) and that they have a significant influence on its performance (Cascio and Shurygailo 
2003). Actually, according to Cascio and Shurygailo (2003) virtual teaming allows for little or 
no ineffective leadership and Cusumano (2008) states that virtual teams generally require a 
strong project manager in order to succeed. 
 
13.4 People 
13.4.1 Leadership role and traditional techniques 
13.4.1.1 Leadership role 
In a transactional leadership style, the coordination of the team members’ activities is 
in focus. However, in order to become an effective virtual leader, one must be able to draw 
from a variety of different styles to suit the needs of the current situation (Hambley et al., 
2007). Those leaders who possess a portfolio of different leadership styles and are able to take 
both the people-oriented and task-oriented role are more effective. However, the virtual 
environment often makes it very hard to take the people-oriented role as virtual teaming 
requires lots of coordination activities, consuming the leader’s time (Köppel, 2009). 
Wakefield et al. (2008) found in their research that team members who perceive their virtual 
leader to be effective both in managing tasks and people, are those who state that their team 
performs well. However, in order to lead people, the virtual leader must be caught up less in 
coordinating tasks. In fact, Zigurs (2003) emphasises that an efficient virtual team leader 
needs to focus less on controlling and managing and more on developing relationships within 
his team. 
Oertig and Buergi (2006) and Kayworth and Leidner (2001) advise virtual team 
leaders to take the role of a chairman, relying on democracy and consensus. In order to 
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achieve this, there has to be a solid base of trust, interaction and commitment etc. 
strengthened and enabled by a common culture. Without a common culture, the manager will 
not be able to move from a transactional to a transformational leadership style, as the 
establishment of trust and interaction etc. will consume most of his time.  
An effective virtual leader must introduce techniques to cope for the shortages in 
collaboration, interaction and communication associated with virtuality (Paul et al., 2005). 
Duarte and Snyder (2001) recommend a powerful method in leading virtual teams. It consists 
of delegating tasks and responsibilities, which are usually in the hands of the leader in 
traditional teams, to the actual team members. This approach of sharing accountability and 
turning team members from observers into participants puts the leader more into a coaching 
function, rather than being the classic manager (Kayworth and Leidner, 2001). This way it is 
not up to the leader to carry the entire load of challenges arising from physical distance. Lee-
Kelley et al. (2004) recommend the approach of upward management, too, so that team 
members refrain from falling back into their old habits. 
 
13.4.1.2 Traditional management techniques show little effectiveness 
One of the major challenges virtual team members face is that their conventional 
management toolkit with its styles and techniques does not fit the nature of a virtual 
environment (Greenberg et al., 2007). Leaders of virtual teams must find alternatives to 
compensate for the use of communication technology and the lack of face-to-face meetings. 
Otherwise they will face serious difficulties establishing trust and commitment within their 
team (Lee-Kelley et al., 2004). This is why it is important to select leaders with advanced 
skills in communication and collaboration, as well as with a collaborative style of leadership. 
Virtual team leaders must be able to lead by motivation and influence, leaving force and 
authority aside (Oertig and Buergi, 2006). Maruca and Egan (1998) state that leading virtual 
teams requires leaders to account for aspects that are given in traditional teams. For example, 
Oertig and Buergi (2006) found in their research that often it is up to the manager to ensure 
that virtual project members are on the same page and in the loop. In a virtual environment, 
motivation and recognition needs to be addressed more formally and regularly compared to 
traditional teams. This is due to the fact that an informal “well done” cannot be realized so 
easily (Lee-Kelley et al., 2004; Verburg et al., 2012).  
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In essence, one of the interview partners of Malhotra’s et al. (2007, p.68) study 
summarises the need for additional skills very well "I must be a diplomat to help teams 
overcome cultural differences, an ambassador to keep sponsors around the world updated on 
the team's progress, a psychologist to provide a variety of rewards to a diverse and often 
isolated group of team members, an executive, a coach, and a role model all at the same 
time." This is made more concrete by one interview partner of Cordery et al. (2009, p.214) 
who stated: “The leader should first be ready to give lot of time for the [team] work. He/she 
should be able to make a business case for the establishment of [the team], and be able to 
build higher-level management support for his team. He/she should recognize nuances that 
people come from different cultural backgrounds, and they have different workforce 
structures at different sites that have different mind-sets...Other concerns that leaders should 
understand are safety issues, different experience levels of members (some people are able to 
participate more because of this reason), team building (assuring people of potential benefits 
and pursuing communication through emails), location and operational priorities, different 
time zones, and different resourcefulness of different sites (some sites do lot of R&D and 
others seldom do. Those who do not have R&D are hungry for new knowledge and very 
receptive). Also, understanding issues of customers (internal customers such as refinery 
managers). Leaders should have good understanding of all this in driving the communities 
forward.” 
 
13.4.2 Time zones and geographical distance 
One major challenge is the lack of face-to-face interaction (Majchrzak et al., 2005). It 
is a result of the different time zones and geographic distance of the team members. 
Scheduling difficulties are rarely faced as often in a face-to-face environment as in virtual 
teams. The greater the delta in time and geography, the harder it is to find a common time for 
meetings (Kossler and Prestridge, 2006). As the team has to rely on communication 
technology, it is difficult for the leader to unite the team, to strengthen team identification and 
to build a rapport with the team members (Sivunen, 2006). This lack of face-to-face 
opportunities imposes even further serious difficulties on a virtual team. Monitoring 
individual performance and direct control are more difficult (Hertel et al., 2005) as virtual 
team leaders cannot observe the work output first-hand and in time (Greenberg et al., 2007). 
Cascio and Shurygailo (2003) agree that it is hard to keep control over the team and bundle 
the team towards common goals. However, even though there is a lack of face-to-face 
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interaction, the tasks of performance management and team development must be performed. 
Furthermore, another typical management task, namely team development is difficult to be 
performed (Bell and Kozlowski, 2002). Leaders of virtual teams need to be more aware of the 
fact that communication skills contribute strongly to the overall effectiveness of the team. 
When giving unclear directions using communication technology, misunderstandings can 
occur easily (Kossler and Prestridge, 2006). 
 
13.4.3 Communication and interaction 
Virtual team leaders must overcome coordination barriers associated with working 
across distance and time, cross-cultural and language barriers, trust and team cohesion 
barriers created when team members have very limited opportunities to identify common 
values. Jarvenpaa et al. (1999) emphasize that the members of virtual teams must have an 
open mind and willingness to listen and trust their teammates. They should also possess the 
ability to respond constructively to conflicts and act supportively rather than authoritatively in 
the team environment (Kauppila et al., 2011). 
Also, unlike in a face-to-face environment, virtual team members feel a high degree of 
isolation. Dealing with these challenges was cumbersome in the past as general managers 
from the interview sample of Kirkman et al. (2002) admitted. They simply perceived minimal 
communication from their team members as a sign indicating that everything is alright. With 
time they acknowledged that frequent or even daily communication is vital for the team’s 
mood. 
 
13.4.4 Establishment of trust and familiarity 
Jarvenpaa and Tanriverdi (2002) and Kayworth and Leidner (2000) state that efficient 
virtual team leaders distinguish themselves by focusing on building trust and unity, coupled 
with an efficient knowledge sharing. However, building trust within a virtual team takes time 
and the lack of non-verbal cues coupled with different cultural backgrounds have the potential 
to create conflicts (Munkvold and Zigurs, 2007). Stough et al. (2000) recommend several 
approaches virtual team leaders can take to support the establishment of trust. This includes 
mutual feedback, making sure that the focus and objectives of the project are clear, and that 
face-to-face interactions are frequent. 
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Familiarity between the team members increases the performance of the team. 
Whereas small teams can still perform well with team members being relatively unfamiliar 
with each other, increasing team size decreases the performance of a team in which the 
members are unfamiliar with each other (Espinosa et al., 2007a). This is because familiarity 
reduces coordination effort. Pauleen (2003) found that a personal relationship between the 
leader and each team member results in four advantages leading to more effective 
collaboration: The first one is understanding: getting a better feeling for the needs of a team 
member, his motivation and the way they work: Personalities, communication styles, relevant 
experiences, motivators, backgrounds, skills, cultural differences, organisational situations. 
The second one is familiarity: getting to know team members in person (physically). The 
fourth one is trust: building trust in a virtual relationship with distant team members. The last 
one is motivation: getting to know what the objectives and motivation of the team members 
are. 
 
13.4.5 Commitment and the matrix 
In most cases, team members operate remotely from their direct superior. This means 
that not only may the leader not be the direct manager, but he may also be on the same 
hierarchical level or even situated below the members. Therefore, he has to be able to lead by 
influence and motivation rather than by authority. He cannot force his team into action, and 
needs to rely on his communication and interpersonal skills. Being part of a matrix, he must 
rely and trust the communicated commitment and willingness to collaborate. Solving 
problems is only possible via constructive discussions. He must gain natural leadership over 
the team by developing mutual trust and respect- two techniques that require advanced skills 
(Oertig and Buergi, 2006; Greenberg et al., 2007; Claßen and Gärtner, 2012). Giuri et al. 
(2008) argue that in order to naturally emerge as the leader of a virtual team, one must possess 
a broad selection of relevant leadership and interpersonal skills. They go on by stating that the 
leader does not necessarily need to be a specialist in the subject of the project but that he 
possesses the ability to coordinate the team’s effort. Even though the leader is situated in this 
matrix or cross-functional team (Zimdars, 2002), he needs to start leading and become a role 
model according to the corporate culture. Furthermore, he must authentically live the 
company values. A successful leader will also align his team members' personal goals with 
the ones of the virtual endeavour (Nunamaker et al., 2009). Based on this study the authors 
advice organisations to redesign their reward structure for virtual teams as a response to the 
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lack of face-to-face contact. They found that working late or arriving early is not visible in 
virtual teams and hence not appreciated. Also, the pet on the shoulder by superiors is less 
frequent and virtual teamwork considered less valuable in the performance management 
process.  
 
13.4.6 National culture 
As members come from all parts of the organisation and the world, there are most 
probably no common values and cultural norms shared by all members. Each member holds a 
different perspective and attitude towards the tasks (Malhotra et al., 2007). This needs to be 
considered by the leader. 
 
13.5 Process 
13.5.1 Conflict Management 
Whether in a traditional or a virtual setting, conflicts are sure to arise between the team 
members. In a virtual environment, however, the leader has to pay even more attention to 
conflicts within the team. This is because in a virtual environment, these conflicts are 
discussed and resolved less frequently, due to differences in geography and culture. Without 
the possibility to meet immediately face-to-face, conflicts in virtual teams often remain tacit 
and grow over time. Here the leader needs to jump in as he is most probably the only party 
willing to address the conflict and to bring it to discussion. Therefore, it is a particular 
challenge for the leader to pay attention to the atmosphere between the team members to be 
able to detect conflicts at an early stage. Literature suggests in this case that the leader should 
discuss with the members during the forming phase of the team how conflicts should be 
addressed and managed (Kossler and Prestridge, 2006). 
 
Chiravuri et al. (2011) found in their field study that some level of cognitive conflict 
between the team members is essential for finding better solutions for a problem. However, 
they add that this cognitive conflict should be kept under permanent control in order to keep 
the flow of the discussions and not to paralyse the team members.  
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13.5.2 Recruiting, forming and retaining virtual team members 
Kirkman’s et al. (2002) extensive study with virtual team members from Sabre Inc. 
show that virtual team leaders struggle in recruiting and keeping effective virtual team 
members in the team. Finding team members with the right balance of technical, soft and 
interpersonal skills is the core of this challenge. One interview partner summarised the lessons 
learned very fittingly: “It is not what the job is about. We can teach them the job. It is the 
right personality and the ability to get along with other team members. I don't care if they 
know twenty different kinds of software or not. I am more interested in how that person is 
going to fit into that team” (p.12). In fact, virtual project managers rarely enjoy the privilege 
to select their team members themselves (Lee-Kelley, 2001) but this is contrasted by 
Hunsaker and Hunsaker (2008) who disagree by stating that virtual team leaders enjoy the 
privilege from selection from a wider range of team members themselves. If the leader is able 
to do so, he should take great care in selecting those employees who are really qualified to 
solve the task virtually (Lurey et al., 2001).  
 
13.5.3 Setting norms and rules 
In the very beginning of the virtual endeavour the leader should develop and spread 
virtual norms and procedures (Lurey et al., 2001). Only this way he has a chance of gaining 
control over the team (Cascio and Shurygailo 2003). The virtual team leader should pay 
attention to a clear definition of roles and their assignment to individual team members. If he 
fails to do so, he will face problems related to the coordination of the team effort (Munkvold 
and Zigurs, 2007). He should also communicate clear norms and expectations with regards to 
deadlines, roles and responsibilities (Furst et al., 2004). Giuri et al. (2008) also found in their 
study that virtual team leaders should provide clear deadlines to the team members and 
coordinate their efforts. Once team members are aware of the roles and abilities of their 
colleagues, they know whom to contact for what information. This helps the knowledge 
transfer (Curseu et al., 2008). Also, Jarvenpaa and Leidner (1999) recommend that the leaders 
should motive the team members to develop norms and values in the area of communication 
(e.g. timing, and appropriate responses). They add that these norms will support the 
establishment of trust, too. Furthermore, a virtual team leader should give timely and frequent 
feedback to the team members (Kayworth and Leidner, 2000). 
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Where ambiguity makes monitoring of performance difficult, leaders can establish 
values that replace the need for close monitoring. The process of embracing the leader's 
values can socialize employees into considering that their personal objectives coincide with 
those of the group and the organization (Wilkins and Ouchi, 1983). Given the scenario in 
which a corporate culture is properly implemented, the desired values and norms are 
internalised. This decreases the need of control or surveillance of the employees (Pfeffer, 
1981; Ray, 1986) as every employee is familiar with the guiding values (Peters and 
Waterman, 1982).  
 
13.6 Tools and technology 
Virtual team leaders must take two active roles with regards to technology in their 
team. First, it is their responsibility to select and provide the right technologies to suit the 
needs of their team (Robey et al., 2000; Mesmer-Magnus et al., 2011). Second, they should 
actively communicate guidelines and expected behaviour regarding an effective use of the 
communication tools in the early phase of the team formation (Li et al., 2012). 
Unfortunately, the line management of organisations and virtual team leaders tend to 
downplay both the difficulties in leading a virtual team and the decline in performance virtual 
teams bring with them. In both cases they assume that technology by itself is the potent 
countermeasure (Smith and Blanck, 2002). Another sign of this underestimation is that many 
companies do not provide the right infrastructure and support for successful virtual teaming 
(Beranek et al., 2005). Still, before implementing virtual teams within the organisation it has 
to be very clear on how these teams are to collaborate and solve problems using which 
technology (Bechky, 2003).  
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13.7 Virtual team leaders and corporate culture 
13.7.1 Difficulties of team leaders with regards to corporate culture 
Literature identifies and proposes corporate culture as one focus of management 
activities, yet in practice many leaders have difficulties in spreading their desired culture 
within the organisation. Following McKee (2003), the major reason is that leaders frequently 
get lost in what the authors call “companyspeak” (p.1) which is characterised by empty 
messages from PowerPoint slides, communication letters or communication from corporate 
departments. This is because leaders feel uneasy with the use of stories as a medium of 
communication. However, according to Marshall and Adamic (2010) storytelling is a 
powerful method of promoting a culture. Yet, storytelling also holds a limitation. In order for 
storytelling to show the desired effect, both the manager (storyteller) and the employees 
(audience) must accept it as a legitimate medium of communicating a vision. Southwest (US 
Airlines) CEO Jim Parker (Parker, pers. comm., 2009) says that storytelling is an efficient 
method of making others understand one’s arguments. He goes on by stating that “it’s better 
than just saying ‘customer service is important.’”  
On top of the challenge of spreading the culture, there must be widespread agreement 
about the values and basic assumptions. It will provide consistency and thereby improve the 
performance of the organisation (Gordon and DiTomaso, 1992). Al-Mutawah and Lee (2008) 
add that in order for the corporate culture to be effective, all employees need to develop a 
common understanding of it. Also, for culture to be effective it needs to be relevant to an area 
or an issue in need for change and in alignment with the assumptions of the entire 
organisation (O’Donnell and Boyle, 2008). 
The success of a project is coupled with the behaviour of the team members. This also 
means that psychological needs must not be overlooked (Lee-Kelley et al., 2004).  
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13.7.2 Leaders as drivers of corporate culture 
The involvement of strong leaders is the key to the change process as they drive the 
change and ensure sustainability (O’Donnell and Boyle, 2008). Literature clearly identifies 
the leaders of an organisation as those responsible for introducing, spreading and maintaining 
a corporate culture (Deal and Kennedy, 1982; Nacinovic, 2012; Ray, 1986). On the other 
hand, in an ideal scenario, the vision of the management is not only cascaded but spreads 
through word of mouth across all layers and divisions of the organization, ultimately forming 
corporate culture (Marshall and Adamic, 2010). If a corporate culture strongly relies on its 
values it is the result of common values of its leaders and not of the employees (Symons, 
2007). In fact, corporate culture should be in the focus of managerial activities as it as a 
method to positively influence the performance of an organisation (O’Donnell and Boyle, 
2008). More specifically, senior management should aim to spread a common culture 
throughout the organisation that perceives diversity as a benefit. This will help virtual 
teamwork (Li et al., 2012). Adding to the thought that leaders of an organisation provide the 
main stimulus and input for developing corporate culture Schein (1983) even goes further by 
saying that the most vital thing leaders should do is the development and operation of 
corporate culture. By developing and shaping a corporate culture, leaders create a plethora of 
values and beliefs. If necessary, terminating those opposed to the desired values can proof to 
be a powerful message to the rest of the organisation (George et al., 1999). 
 
 
13.8 Essence- Leadership of virtual teams 
13.8.1 Challenges of virtual team leaders 
Different organisational belongingness of the members is common, meaning that the 
leader is often not the direct manager. Also, virtual team leaders tend to downplay the 
difficulties of leading a virtual team. Traditional management techniques show little 
effectiveness: virtual leaders require advanced skills in communication and collaboration, as 
well as with a cooperative style of leadership. Virtual team leaders must be able to lead by 
motivation and influence, leaving force and authority aside. One must gain natural leadership 
over the team by developing mutual trust, respect and relationships within his team, and focus 
less on controlling and managing. Furthermore, lack of face-to-face makes it harder to 
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monitor performance and unite team towards common goal. Last, the leader must recognise 
and address conflicts. 
13.8.2 Role of the leader 
Virtual teams require leadership in order to function properly. As virtual teams have no 
common history, beliefs and assumptions, the leader must execute his duties very precisely 
and unambiguously. The leaders’ behaviour is essential for the success of the team with the 
leader aiming for a role model position. In the very beginning of the virtual endeavour the 
leader and the team members must develop and spread norms and procedures. Additionally, 
mutual expectations are to be made clear. The leader should provide and stimulate feedback 
with regards to these norms and procedures. The leader should stimulate trust and unity 
within the group and he must authentically live the company’s values. 
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14 Empirical research – setting the stage 
14.1 Objectives of the empirical research 
The literature review provided descriptive insight into the key elements of virtual 
teams and first insight into the virtual leadership role. Given this background knowledge and 
understanding of virtual teaming provided by the literature review, practice is now to be 
turned into additional virtual leadership theory. Hence, the objectives of the empirical 
research are to identify how virtual team leaders adapt their behaviour and leadership style in 
a scenario where a global corporate culture is introduced, and to gather a state-of-practice of 
virtual team leadership. This state-of-practice is derived from the knowledge, experiences and 
best practices of experienced virtual team leaders. 
 
14.2 Research design as in Engaged Scholarship and 
selection of the qualitative approach 
For this dissertation’s research question and the promised practical model, answering 
how, what (causes what) and why are the three key elements of the empirical segment. For 
the purpose of this dissertation, the empirical study was influenced by the process (shift in 
behaviour and development process) and variance study (previous vs. current behaviour) by 
Van de Ven (2007). This is because virtual teams are studied with a specific timeframe in 
mind to understand how their leaders and members develop over time and why. Still, in order 
to gather real-time data from primary sources one must invest a larger amount of time and 
resources as in the secondary source counterpart. This is because it requires time to build trust 
with the interview partners and to schedule and conduct the interview and the respective calls. 
In essence, it is a very intense process the researcher commits to.  
Overall, during the design of the study one must keep in mind the different 
perspectives of the interview partners and their personal experiences. Also, one must be aware 
of the tacit knowledge, values and assumptions of the research sample. Hence, it is vital to 
involve the target audience in the development of the research questions and the interview 
questions. This helps in identifying variables, dependencies, relationships both within the data 
and in the actual design of the study. It is vital to spot and label relevant events from the 
available data.  
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One aim during the research process was to constantly stay in touch with practice to 
ensure that the final results of this dissertation are truly relevant for practice. Furthermore, by 
gathering feedback via the pre-study and the later focus groups the portfolio of involved 
companies was increased. Once the results of the interviews were available, they were also 
shared with a sample of the main- and pre-study interviewees in order to gain additional 
feedback on the quality and their relevance. 
While identifying the right method of research it became evident quickly that the 
combination of a literature review and quantitative research is not the appropriate research 
procedure for this dissertation. Qualitative research is in this specific case more effective for 
the following reasons: 
1. Up to now, literature provides no insight on how a common corporate culture 
influences the leadership of virtual teams. This field of research is new and therefore 
requires an explorative approach in order to form a first understanding of the 
phenomenon. Qualitative interviews allow the uncovering and identification of causal 
relationships and patterns which are not yet discovered. In fact, the common 
denominator of this dissertation's objectives is to put practice into theory. 
2. Qualitative research in form of semi-structured interviews allows for sufficient 
flexibility. In contrast, an independently designed standardised numerical 
questionnaire would have brought a great limitation to the research process, as the 
candidates would only be able to answer the questions provided, thereby not 
presenting the whole picture of the situation. It gives the interview partner the 
opportunity to set priorities and focus with regards to the information he discloses. 
Also, it uncovers perspectives, reasons, arguments of the interview partners coupled 
with interaction and context. In contrast, quantitative methods would force a rigid 
procedure onto the test subjects influenced by the subjectivity of the creator. Also, the 
active exchange during the interviews allows to ask further background questions and 
to clear misunderstandings along the way. 
3. Qualitative research helps to develop thorough implications for practice containing 
best practices and real life examples. As the interview partners share their experiences 
and methods, these best practices can be aggregated and further developed. This 
approach should theoretically lead to more effective best practices than having to 
design from scratch.  
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4. As the topic of culture, leadership and virtual teaming circles around behaviour and 
humans, it is vital to directly engage to the target audience, not relying on secondary 
data or numbers and figures. 
5. Qualitative interviews were also selected in order to respond to science conducting 
experiments in a laboratory setting. 
 
On the other hand, there are also limitations in choosing a qualitative research 
approach for this dissertation:  
1. The selected approach consumes a lot of time and resources. This is due to individual 
interview preparations and debriefings, the actual interviews, the transcriptions, and 
the analysis of the results. The author is aware that this approach is by far more time 
consuming than a quantitative approach. 
2. The quality of the interview results is influenced by the author’s capability to extract 
relevant information from the interview partners. Furthermore, the author’s 
subjectivity can influence the analysis and presentation of the results despite 
triangulation. 
 
In order to respond to the argument that qualitative research is highly subjective and 
provides unstructured results, the Grounded Theory in combination with semi-structured, 
problem focused interviews were selected as the basis for the research both for the pre-study 
and the interviews. For the analysis of the interviews the qualitative content analysis by Philip 
Mayring was followed. MAXQDA, a software solution for analysing qualitative interviews 
was used to conduct a structured analysis. It was used for coding and writing memos and 
showed great benefits in the areas of linking text fragments, tagging, searching, and 
presenting the findings. 
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14.3 Overarching empirical research process 
 
Figure 9 Process of the research 
 
14.4 Analysis of the interviews 
All interviews were fully transcribed and "sanitised". The latter is the removal of 
names of people or institutions, positions and titles, places, tools, services or products in order 
to guarantee confidentiality. Given the fact that the study resulted in over 1600 minutes of 
audiotape, over one hundred pages of transcripts, and two hundred pages of notes, a structured 
approach was required to guide the analysis phase. While the Grounded Theory guided the 
coding and unbiased approach of this study, the qualitative content analysis procedure by 
Philipp Mayring (2002 and 2006) was followed to help categorise and analyse the content of 
the coding and interviews. This allowed for structure, while keeping a balance between 
flexibility and rigour. The major downside of the approach of Mayring is that it does not 
cover the generation of data. However, this is where the coding procedure of Grounded 
Theory jumps in. Following Mayring’s (2002) recommendation a second coder tagged and 
attached memos to the transcripts whenever allowed by the local infrastructure.  
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Interview and construction process 
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Clarity on the elements of the research topic and the information required to 
answer the research question. This means that it had to be clear from which 
angles the main-study interviews would come together and how the different 
angles add value to the overall picture and hence help answering the research 
question. From early onwards, and reinforced continuously throughout the 
period of study, it was clear that the shift in behaviour of the team, the reaction 
of the leader, and the direct impact had to be united into one picture. 
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Once the three angles were approved, the author had to identify the respective 
information and hence questions required to answer the research question. At 
the same time, all three angles/chapters of the interviews had to come together 
in a way that they help to develop “the principles of effective virtual 
leadership”. The structure of the interview guideline was developed in 
cooperation with the interview partners from the pre-study who acted as 
sparring partners. Furthermore, guidance was provided by fellow redearch 
colleagues who also provided feedback on the interview questions. 
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The first five interviews of the main-study were conducted with interview 
partners with academic experience. Hence, they were able to provide 
additional feedback on the questions, structure and style of the interview. 
However, asking for brief feedback remained a chapter in all interviews. 
Furthermore, the pre-study itself acted as a training ground in order to further 
develop the interview style and skills. 
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 During the interviews the author was accompanied by a fellow research 
colleague and the interviews were recorded using two separate recorders. Both 
listeners took structured notes on large pre-structured papers. The interviews 
were discussed and the notes combined. 
Table 3 Construction of the interviews 
 
The qualitative content analysis allows for a structured interpretation of qualitative 
data according to a predefined process. This process can be modified to suit the needs of the 
research scenario, allowing for sufficient flexibility along the way. Given the division of the 
procedure into logical and complete steps it ensures transparency and comparability of the 
individual procedure.  
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Qualitative content analysis by Mayring 
Step Description 
1. Definition of the 
material 
At the beginning of the process, one must determine which data is to 
be covered by the analysis. This defined collection of data is not to 
be altered (expanded or decreased) along the way. In this case it is 
the pre- and main-study, as well as the focus groups with a 
predefined number of participants. Only interview content relevant 
for the research focus was selected. For example, if an interview 
partners drifted into face to face leadership this was not taken into 
account. 
2. Analysis of the  
 situation  
surrounding the 
origin  
This step focuses on describing the circumstances in which the data 
was generated. This includes also a description of the interview 
partners and their backgrounds, including their motives, social 
aspects and their current situation. This step helps to understand the 
perspective of the interview partners on the research topic.  
3. Formal 
characterisation of 
the material 
The available material is then characterised. In this case it consists 
of transcriptions of interviews and group discussions. 
4. Direction of the 
analysis 
Once the sources of the data and the information it contains are 
described, the focus of the analysis is defined. In this case the 
interview focused on the interaction of virtual team members and 
their shift in behaviour due to the corporate culture. 
5. Theoretically led 
differentiation of the 
research problem 
This step covers the analysis of how to attach the gained knowledge 
from the dissertation to the already established research landscape.  
6. Determination of 
the technique for 
analysis 
This step consists of defining which method is to be used for the 
analysis of the data. This involves the definition of the coding unit, 
the context unit, and the analysis unit.  
7. Definition of the 
unit of analysis 
This step involves the definition of the criteria which guides the 
coding and categorising of the data.  
8. Analysis of the 
material 
This step is the actual analysis of the data following the predefined 
methodologies. In this case explication and summarisation are used. 
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9. Interpretation, 
and summary 
 
Finally, the data is interpreted and in this case practice is turned into 
theory. Hence, the data is structured and distilled while still being 
related to the original data (Mayring, 1997). 
Table 4 Qualitative content analysis process 
 
14.5 Grounded Theory and coding 
14.5.1  Grounded theory as the methodology of choice 
This dissertation is a pioneer in bridging corporate culture and virtual team leadership 
with little relevant literature existing on this specific topic. Therefore, as an underlying 
philosophy, guidance and methodology, the Grounded Theory was used for the pre-study and 
the main-study. It is a qualitative method to gather and analyse information with the aim to 
generate theory with the use of coding, comparing and categorising data constantly 
throughout the process (Hughes and Jones, 2003). The Grounded Theory was introduced by 
Barney Glaser and Anselm Strauss in 1967 to respond to the prominent criticism that 
qualitative research is unfittingly subjective. According to Bryant (2002) Grounded Theory is 
gaining greater popularity in information systems research and "IS [Information Systems] 
researchers are now far more likely to consider using qualitative approaches than may have 
been the case a few years ago” (p.1). The Grounded Theory allows for a structured approach 
in putting practice into theory, while minimising subjectivity and bias of the author. 
Following the Grounded Theory the data from the interviews was used to develop theories 
from human behaviour, social interaction and social patterns. More specifically, the aim is to 
generate theory specific to a field of practice with the use of high quality empiric data. In 
essence, “theory is enacted, through interpretations made from a multiple actors’ 
perspectives” (De Burca and McLoughlin, 1996, p.21). 
The process starts with the author's interest in finding an answer to a broad and open 
question. This helps to establish a first connection to the field of research. However, during 
the scientific investigation progresses the author must be very open to changes in his 
assumptions and terms, accepting that they were only preliminary while gradually being 
exposed to information. Also, the author refrains from making hypotheses (De Burca and 
McLoughlin, 1996). The data collection aims at gathering all possible data that could help 
answer the research question. While gathering and analysing data, the assumptions and terms 
change on an ongoing basis and expand, usually becoming more and more relevant. During 
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this time the “the researcher is expected to enter the field ignorant of any theory or 
associated literature relating to the phenomenon and wait for the theory to emerge purely 
from the data” (Goulding, 2005, p.296). In essence, the sole purpose of the scientist is hence 
to take the “role of the research instrument through which data are collected” (Sorrel and 
Redmond, 1995, p.118). 
Memos were used during the analysis of the data to help document possible 
connections and patterns of behaviour. The written notes taken during the interviews of the 
author and the second listener were also included in MAXQDA. This supported the analysis 
of the vast amount of data received. 
As stated by the Grounded Theory, the coding of the interviews was stopped when the 
author reached theoretical saturation. As there is no guarantee that further investment of time 
will lead to no more additional findings, the author decided to stop when additional phases of 
coding brought no new insights. Guidance was given by Rubin and Rubin (2005) who state 
that theoretical saturation may be achieved when the author is able to draw a complete picture 
of the topic.  
Even though the author strictly followed Grounded Theory he is aware of the fact that 
a qualitative analysis and the development of theory from practice always carry subjectivity. 
Especially in the development of concepts, categories or codes this is evident. The 
interpretation of the data and the subsequent distillation into theory or a concept is always 
based on the filters of the author. It is therefore up to the reader in the end to decide if the 
coding and the theory developed are appropriate.  
 
14.5.2 Coding and data categories 
While the original Grounded Theory by Mr. Glaser and Mr. Strauss in 1967 lacked the 
actual process on how data "emerges” Strauss and Corbin (1996) added a precise process on 
how to extract information with logic and structure. They developed a three phase coding 
scheme, namely open coding, axial coding and selective coding. These help to investigate 
why something is the way it is. The results of the analysis emerged solely from the raw data 
and the author took the role of a data collection and analysis instrument with the aim to 
develop rather than to test theory. 
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Coding interviews requires structure and discipline. Based on the approach guided by 
Strauss and Corbin (1996) the interviews were first analysed using open coding in order to 
establish connections, to cluster the data, and to search for recurring patterns with the 
objective to identify underlying themes and to develop categories. This meant that they were 
given tentative tags or labels while being read several times in a row. Then the codes were 
clustered into categories with more abstract titles. Already with the preliminary coding of the 
first interviews a dissymmetry between how virtual teams are run in practice and in theory 
became quickly evident. While keeping in mind the criticism of science comparing face to 
face with virtual teams, codes circling around the matrix situation (rewards, reporting, and 
interaction) and effective feedback started to emerge whereas these two topics are not touched 
in literature. Also, whereas literature offers a vast variety of articles on conflict management 
and technology, these topics were barely mentioned by the interviewees while the number of 
codes on communication and commitment went up noticeably. In general, the codes were 
generated with complete disregard of personal experience and literature and emerged from the 
interviews solely. In the next phase, axial coding was used to scan for and pinpoint 
relationships between the identified themes. Causes, reasons, motivations and consequences 
(e.g. openly share sensitive documents, transparency in behaviour) were identified and 
brought together with the phenomena (e.g. increase in trust). This way, one could make a 
preliminary assumption that an increase in trust is triggered by of the sharing of sensitive 
documents and the transparency in behaviour. The third and last phase is selective coding. It 
involves identifying a core category and relating it to other developed categories. The 
interviews are then reread several times again and marked with the final labels. All stages of 
coding were reviewed by another independent coder and the final codes were shared with the 
interviewees for yet another perspective and opinion. 
The next screenshot shows the categories and labels developed during the main- and 
pre-study analysis respectively and give an overview of the labels used. On the left side one 
can find the pre- and on the right side the main-study. 
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Figure 10 Screenshot from MAXQDA showing coding of pre- and main-study 
 
The next screenshot is taken from the data analysis software MAXQDA and shows an 
example from the medium stage of coding of the main-study. On the left side one can see the 
categories the text was tagged with. What cannot be seen in a screenshot are the memos 
attached to the relevant text passages. 
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Figure 11 Screenshot from MAXQDA to give example of tagging text 
 
14.6 Interview process and techniques 
All interviews were personally held by the author. The problem focused and semi-
structured interview approach (Lamnek, 2005) was selected for the pre- and main-study. This 
is because while science states that “there is no typical grounded theory interview” 
(Wimpenny and Gas, 2000, p.1488), Goulding (1999) amongst others suggests that semi-
structured interviews provide the basis for an extraction of the maximum amount of 
information from the interviewee while keeping a certain level of focus on the research topic 
at the same time. During the selection process it proved to be superior to a narrative interview 
which would have been too broad, making it hard to drill deep into the research area. Also, a 
focused interview proofed to be unfitting as this dissertation is a pioneer in bridging corporate 
culture and virtual team leadership. It would have resulted in strong bias and failure to 
understand the big picture.  
Given the interviewer’s limited experiences in the area of scientific interviews, theory 
was acquired before the interviews on this topic. Moreover, the author was present during 
other scientific interviews and received training and feedback from his fellow colleagues.  
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Each interview partner ran through a standardised procedure -which was optimised 
during the pre-study- to increase the quality of the results. The procedure was divided up into 
pre-call, interview and after-call. In essence, the designed three step procedure guaranteed a 
maximum output per interview partner. 
During the course of the study, the author had over thirty additional informal calls and 
in-person-interviews. One third of these calls were conducted with the sample of the pre- and 
main- study, the other portion with various partners from a selection of international blue chip 
companies on an ad-hoc basis. These calls reinforced the results of this dissertation. Yet, the 
real added value that came from these calls and meetings was to be involved in current 
projects or daily business. While the official interviews consisted of virtual team leaders 
mostly reflecting on their past experiences, the informal interviews focused on their current 
activities. This helped to receive a better understanding of the dynamics of virtual teams and 
how leaders feel in the very moment they are responsible for a team. 
Quotes from non-English transcriptions were translated by three independent native 
speakers and the author. The results from the four translators were then compared and highly 
accurate translations were developed jointly. 
 
14.6.1 Pre-call 
The pre-call was used to set the scene and to verify whether the interview partner 
matched the criteria for participating in the interview. During this 15-20 minute call the 
objectives and the structure of the dissertation and the interviews were presented, questions 
were answered and the call scheduled. Furthermore, during the pre-call the confidentiality 
was communicated. High emphasis was put on making sure that the interview partners feel 
confident about the interview. Immediately after the call, a read-me document was sent out 
summarising the main facts about the interview partners' participation.  
 
 
85 
The influence of a corporate culture on the leadership of virtual teams 
14.6.2 Conducting the interviews  
A minimum of three days buffer between the pre-call and the interview were planned 
to allow the interview partner to prepare mentally for the interview. At the beginning of the 
interview, the stage was again briefly set as a reminder of the expectations of the interview.  
The interviews were conducted over the phone and taped. This was due to the 
geographic spread of the interview partners. In one occasion the tape recorder broke down. 
However, sufficient written notes were taken during this interview. This circumstance led to 
using an extra recorder for back-up for the following interviews. The interviews were held 
either in English or German to allow for a proportion of interview partners to share 
information in their mother language. Yet, every non-native English speaker felt very 
comfortable during the interview to speak in English. The interview guideline was printed on 
large pieces of paper to allow for sufficient space to take notes. Therefore, each interview had 
its own structured collection of notes. A second person was present during the interviews, 
taking structured notes, too. This sparring partner (who has signed a confidentiality 
agreement) helped identifying blind spots, providing feedback for improvement for both the 
interview structure and style, as well as by providing a second perspective on the interview 
content and messages. The latter helped to minimise bias and subjectivity. While interviews 
lasted fifty+ minutes on average, interview partners were asked to reserve a sixty minute time 
slot to allow for buffer time. As only half of the interviews started on time, this proofed to be 
a valuable procedure.  
Less senior participants were interviewed at the early stage to allow for the interviewer 
to practice and become more accustomed to scientific interviewing with a lower pressure to 
perform. The interviews were recorded and fully transcribed. All transcriptions were checked 
for correctness using the double verification principle. After each interview, the interview 
partner was asked for feedback on the structure and logic of the interview. Also, feedback on 
the interview style and the atmosphere was gathered. The aim of the feedback collection was 
to continuously increase the quality of the interviews.  
The interviews were conducted with a semi-structured interview approach. This 
allowed for interview partners to recall and reflect on their entire pool of knowledge and 
experiences, rather than to be forced into a certain direction by the interviewer. However, the 
interview partners were fully aware of the focus of the interview. Concrete examples and real 
life experiences and personal stories were requested during the interview in order to back up 
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the interview partners’ statements and the author drilled very deep on several occasions in 
order to fully understand the background and elements of the problem. This was done in order 
to increase the reliability of the information provided. As this disclosure of sensitive 
information requires mutual trust between the interview partner and the interviewer, the pre-
calls proved very valuable in establishing a prior relationship. Furthermore, the anonymity 
and confidentiality were stressed on several occasions, again.  
 
14.6.3 After-call 
On average three days passed between the interview and the after-call to give the 
interview partner sufficient time to reflect on the interview. During the after-call additional 
information was shared and the author had again the chance to request clarifications and to 
gather feedback. Also, elements were captured that the interview partners forgot to mention 
during the interview.  
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14.7 Triangulation  
Overall, triangulation (Eisenhardt, 1989) was applied extensively with the aim to 
decrease the subjectivity of the author. 
Type of Triangulation Execution 
Author - The use of sparring 
partners and a steering 
committee. 
Sparring partners were selected to support the reflection 
of the results of both the pre-study and the main-study. 
The group of sparring partners included experts from 
psychology, human resources, and business and 
management. They were present during the interviews and 
provided feedback on the coding of the data. 
The steering committee consisted of senior scientists who 
gave continuous feedback on the method and research 
style. 
Methods/Procedure – pre-
study and main-study, using 
established processes and 
methods. 
Qualitative content analysis, Engaged Scholarship, and 
the Grounded Theory were strictly followed during the 
course of the dissertation. 
Data – using several different 
pools and sources for 
information. 
Wherever possible, a leader and his direct reports were 
interviewed during the main-study to capture both 
perspectives. 
Results - results were stress 
tested. 
Focus groups were presented the results of the main study 
and asked to provide feedback to the content and structure 
of the results and conclusion. All nine participants were 
from different companies. 
Table 5 Triangulation overview 
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15 Pre-study: a state-of-practice 
15.1 Purpose 
Before the launch of the interview series, a pre-study was conducted. Here, one aim 
was to gather authentic information for a state-of-practice of virtual team leadership. In other 
words to gather additional insight on virtual teams and their leaders, including real practices 
of everyday virtual teaming in organisations. Second, as an additional benefit, interview 
partners shared established best practices. Third, another aim was to gather feedback for the 
design of the interview structure of the main-study. Finally, the relevance of the topic for 
practice was to be double checked.  
 
Statistics of pre-study sample: 
Number of interviews 8 
Average length 52 minutes 
Standard deviation 5 minutes 
Table 6 Statistics of pre-study sample 
 
15.2 Selection of experts 
All participants work for international companies and have vast experiences in leading 
virtual teams. The sample was deliberately selected from the service sector because of their 
exposure to a variety of companies and interfaces. Here the idea was to interview specialists 
who act as hubs / multipliers of knowledge because of their experiences made with their 
clients.  
As with the main study, experienced virtual team leaders were selected over junior 
leaders. Junior leaders appeared to be results-driven and less people focused, thereby lowering 
their suitability for this study. The topic of how a global corporate culture influences the 
leadership of virtual teams received a great deal of interest from the interviewees.  
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Reference Job Title Employer Percentage of 
virtuality in 
daily work 
Years of 
experience 
in virtual 
leadership  
Mr. A Engagement 
Manager 
Leading Consulting firm 25 8 
Mr. B Credit structurer Leading Investment bank 25 5 
Mr. C Account Manager / 
Client Manager 
Leading IT-Consulting firm 25 3 
Mrs. D Consultant Leading Auditing firm 30 4 
Mrs. E Business Manager Leading Software Services and Devices 
Company 
30 2 
Mrs. F Consultant Leading PR Consulting Firm 90 3 
Mrs. G  Senior Consultant Leading Auditing firm 80 4 
Mr. H Consultant Consulting Firm 30 3 
Table 7 Pre-study sample overview 
 
15.3 Interview structure 
The interview was divided up into five major categories. The first three aimed to 
receive information for a state of practice and the last two aimed to receive feedback on the 
content, structure and style of the interview.  
 
Table 8 Pre-study interview structure 
 
Phase Purpose Content 
1. General information on 
virtual teams 
To gather a better overview of virtual 
teams and their needs 
-Elements of virtual teaming 
-Team formation process 
2. Virtual team leadership A better understanding of the 
challenges and needs of virtual team 
leaders and their methods used 
-Positive and negative experiences 
-Challenges 
-Tools, methods and style 
3.Impact of corporate 
culture on virtual teams 
and their leaders 
To understand how a corporate culture 
might influence a virtual team leader 
and what remains untouched.  
-Acceptance of corporate culture 
-How the corporate culture influences the team  
  members and the interviewee 
4. Feedback on content and 
structure 
To help the construction of the 
interview guideline of the main-study 
-What information would be of benefit to the  
  interviewee 
- Blind spots 
-Additional advice 
5.Feedback on the interview 
style 
To aid the process of becoming an 
effective interviewer 
-Tone, speed, comprehension, logical sequence,  
  comfort 
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15.4 Pre-study results 
15.4.1 General observations on the establishment of the corporate 
culture 
All interview partners stated that an official global corporate culture is existent. Six 
out of eight stated that the corporate culture is rolled-out, accepted and lived by the 
employees. In fact, those six companies with an accepted corporate culture are those 
companies whose management acts as a strong role model and has aligned methods in place 
to promote specific behaviour via the use of company values. Their respective corporate 
culture is designed to develop the behaviour of employees and managers in a way that it 
supports the company’s core business. For example, one pillar of values present in the 
companies of the sample is to add value to the delivery of services to the customer. The larger 
the company, the harder it appears to implement a global corporate culture.  
Even though it seems as if management has understood the power of a global 
corporate culture, it still faces difficulties in the actual rollout of it. It seems as if management 
has understood the power of a global corporate culture, but still it faces difficulties in the 
actual implementation and bringing it to life. Half of the participants stated that the 
management could become even more active in promoting behaviour according the corporate 
values.  
It was mentioned by several interview partners that there is no need for corporate 
culture to replace local culture due to local business habits and local customer needs. 
Nonetheless, the corporate culture is to be seen as the internal code-of-conduct guiding the 
behaviour when dealing internally with colleagues. Interview partners with a global corporate 
culture stated that it helps to increase performance in virtual teams. Those interview partners 
with an absence of a common culture stated that it would positively affect the behaviour of 
the virtual team members.  
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15.4.2 People 
15.4.2.1 Communication and interaction  
15.4.2.1.1 Overview 
 “Showing presence without being present.” (interview partner of pre-study) 
Lack of English skills is reported to be one of the strongest factors negatively 
influencing interactions in a virtual setting. This is because strong accents and basic 
vocabulary lead to misunderstandings and poor comprehension. Unfortunately, those team 
members aware of their modest English skills participate noticeably less during virtual 
meetings, thereby showing less presence and sharing less valuable information with the rest of 
the team. Interview partners strongly stress an intermediate level of English is required to 
participate properly. Moreover, they recommended English classes for virtual team members: 
"So that this language barrier falls, so that people lose the fear of having to participate in a 
conference in another language" (translation).  
The frequency of communication was reported to be lower than in a face-to-face 
setting which allows for spontaneous get-togethers at the “water cooler” or the neighbouring 
office. Also, occasionally virtual teamwork requires making a call to a colleague one has 
maybe not met before in person, leading to a higher inhibition threshold to actually pick up 
the phone and dial the number. Moreover, time difference might only allow for a certain time 
window and setting up a conference call requires certain efforts, too. Especially, those 
colleagues with a low affinity for communication technology join videoconferences less 
often. However, having met in person either during a face-to-face kick-off or during other 
past projects greatly improves virtual collaboration and leads to a stronger sense of unity. The 
frequency of communication and the willingness to share information increases as a response. 
Virtual teaming requires very precise communication due to the high potential for 
misunderstandings. Since one cannot read from the body language of the conversation partner 
if what one has spoken is correctly understood, one must phrase sentences very precisely, 
leaving little room for interpretation. One interview partner summarised: "Well, the challenge 
is, of course, that you have to be very precise - what the problem is, what the goal is and what 
are the steps, how to get there? You're on the phone, or if you cannot do it visually, if you do 
not have WebEx, where someone sees the slide in front of him, then you have to be very, very 
clearly structured. That means you have to actually prepare. A virtual team in all efficiency 
requires that you prepare in advance, how are you going to explain to a person who is not in 
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the room what he has to do. Otherwise you are quickly using up a lot of time for questions. 
You must then be very precise and exact in what you want" (translation). Also, it was stated 
that especially in virtual teaming communication is contingent. Bad connections, different 
language skills and the lack of "a common understanding" filter the message of the speaker. 
This means that only what the receiver actually receives is communication.  
Hierarchy influences the communication during a virtual meeting. It was reported that 
senior leaders log into calls and become strongly involved in the solution development 
process without being properly prepared for the meeting, interrupting the actual experts in the 
call and causing disturbances. Especially in virtual meetings senior leaders tend to have a high 
percentage of air time. This contradicts literature which states that there is a certain level of 
anonymity in a virtual team leading to a better exchange of information. 
Seniority was one aspect mentioned several times in several contexts. Interview 
partners stated that very junior employees prefer to work face-to-face. One reason is that the 
inhibition threshold of participating at a call or videoconference is higher than in a traditional 
setting. The other reason mentioned was that a face-to-face setting allows for more frequent 
interaction. As junior members require more guidance it is their preferred setting. 
The attention span was reported to be lower than in a face-to-face environment and 
more energy is needed to keep attentive during the course of a call. Towards the end of calls, 
it was reported, the quality tends to drop and participants urge to wrap up to proceed to the 
next meeting or to return to their work.  
A virtual encounter is occasionally split into the actual meeting and after-calls. These 
after-calls are used to clarify details and to ensure a common understanding and knowledge of 
the topics covered in the main call. Also, pre-calls are commonly used to make sure that team 
members are familiar and clear with the expectations of the main meeting. Especially before 
an initial meeting this pre-call is used to ensure that new team members are on the same page.  
Interview partners stated that virtual teaming allows for focused work as there are 
fewer distractions such as spontaneous visits of colleagues. Also, virtual teams use calls or 
video to coordinate activities and then carry out their individual tasks with less interaction 
during the touch points.  
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15.4.2.1.2 Impact of a global corporate culture on communication and interaction 
One strong influence of a global corporate is proactive communication. One interview 
partner from a sales division mentioned that because of an absent common culture in his 
company a sense of belongingness and unity are missing. This in turn leads to colleagues 
sharing the minimum amount of information necessary to collaborate because of the fear of 
negatively impacting their personal business. On the other hand, those interview partners with 
a global culture stated that virtual team members are more open to sharing knowledge and 
interacting during meetings. In fact, one interview partner stressed that due to the common 
culture virtual team members are more open towards each other which in turn leads to 
win/win situations with regards to collaboration and mutual learning experiences. One 
interview partner mentioned quite interestingly that in his company a global corporate culture 
leads to communication and interaction being almost as efficient in the virtual setting as in 
face-to-face. This is because his employer’s global culture generally stresses the importance 
of efficiency in meetings, calls and overall interaction. 
Two interview partners mentioned that due to the transparency in behaviour that comes 
with a global culture, colleagues bond much faster because it feels as if they already know the 
other person. This transparency coupled with a bit of humour leads to openness and effective 
communication. Also, one interview partners mentions that a common culture helps holding 
others accountable without the need to apply much pressure. 
Corporate culture unites people into one common direction and creates a sense of 
belongingness to the team. It was also stated that due to the common culture it is easier to 
pass on work to the experts that is actually dear to oneself. 
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15.4.2.2 Commitment in virtual teams 
15.4.2.2.1 Overview 
Without regular communication it is difficult to identify how committed a team 
member is. One interview partner wrapped up his experiences with regards to commitment: 
“When you talk to someone and say: ‘Please take care of this and that’ then he will reply: 
‘Sure, sure I will do it’. However, you cannot say: ‘Take care of it now and not in two hours’. 
You see, after he put down the phone, you have no idea what he is doing” (translation). On 
the other side, interview partners also mentioned that the commitment is higher in the virtual 
setting with regards to sticking to deadlines because they feel uneasy showing meagre 
performance to someone they know only very little. 
The commitment during virtual meetings, however, is reported to be much lower than 
in face-to-face meetings. This is because people tend to continue to type emails or 
simultaneously work on other topics. With the absence of visual signals the leader has more 
difficulties sensing the level of mental presence of his team members. Even virtual team 
leaders tend to drift away during meetings. This becomes especially distressing when they are 
addressed directly or miss their point of entry to the conversation, thereby losing the respect 
of their fellow team. Overall, a virtual meeting gives the impression to the participants that 
they require less preparation for it than during face-to-face team where they are on the spot. 
One interview partner summarised this issue very well: "That is, if we say we need to talk 
about problem X... that participants take quarter o or half an hour of time in advance to get in 
touch with the issue, in order to enter the virtual touch point more informed, instead of 
saying: 'let me dial-in and listen what happens.' It requires disciplinary preparation, meaning 
that the ideal attitude, when I have a call from four to five o'clock which deals with working 
on a problem, whatever - because in our business we expect solutions, because there are 
problems-...what I mean is that when a colleague leaves another call at 3:30 he should not 
only drink coffee but maybe sit down for quarter of an hour... twenty minutes and think about 
how he wants to contribute to the call. What is his value in his virtual existence today, besides 
being dialled-in? What does he want to achieve? That is what is partially missing" 
(translation). This lack of preparation also comes from the false sensation of anonymity. In 
response to this common behaviour of being unprepared, interview participants stated that 
virtual meetings do in fact require preparation and that it becomes obvious very quickly who 
prepared in advance and who did not.  
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15.4.2.2.2 Impact of a global corporate culture on commitment 
 When referring to an experience where one interview partner was dealing virtually 
with his British colleagues in a joint customer project he noticed that there was poor 
commitment to a common success. In this representative scenario similar to the experiences 
of the other interview partners his British colleagues were very distant participating only at a 
minimum during the calls. In the end, the interview partner’s customer offer was cannibalised 
by his British colleagues. He concluded the story by saying: “I would profit from a global 
corporate culture, because it would mean that my colleagues and I work towards a common 
direction when dealing with a client. Today, we try to steal business from one another" 
(translation). 
 
15.4.2.3 National culture 
National culture plays a great role in virtual teaming. Here, interview partners focused 
on punctuality and integrity during the interviews. Not sticking to deadlines and arriving late 
to meetings due to different interpretations of punctuality and time were reported to be one of 
the points of friction between different cultures. Moreover, dialling-in late or not delivering 
on time in the long-run both have a strong negative impact on the harmony within the team. In 
order to avoid the clash of different perceptions, team members need to be on the same page 
from the beginning onwards on their interpretation of time and integrity. 
Even though different cultures are a source of common conflict, the interview partners 
agreed that there is no need for a corporate culture to replace local cultures. This is due to 
local business habits and local customer needs that need to be addressed with the local 
culture. However, corporate culture is to be seen as the internal code-of-conduct when dealing 
with colleagues. Here the culture should serve as guidance on what is meant by punctuality 
and integrity. 
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15.4.3 Process 
15.4.3.1 Conflict resolution and management 
Conflicts during meetings are usually solved offline, in other words in a separate 
phone-call. While a call generally leads to less misunderstandings than email it still holds the 
possibility to further fuel a conflict situation because one cannot see when the other person 
starts talking. Interrupting a person in a difficult situation can hinder settling the conflict. In 
extreme situations, conversations are paused and a face-to-face meeting is set up if possible. 
When a situation is bound to become critical, the virtual leader or the direct manager steps in 
to take the role of a mediator. It was reported that carrying out a conflict openly during a team 
meeting decreased the morale of the team. One interview partner summarised: "Conflicts are 
not resolved personally - one also notes that dynamics arise within the group, and it shows 
very quickly if someone has a personal conflict with someone else... usually of a personal 
nature, and then carried out professionally on purpose, and you discover that behind the 
scenes it is after all a personal conflict. How are they solved? By taking the topics quickly 
offline. In a virtual team you do not solve conflicts. Usually someone intervenes, perhaps the 
organizer of the V- team, who then says that the topic is to be taken offline, and we directly 
continue. So this ... professionalism is then put forward. Conflicts are not so tolerated. Of 
course you can discuss topics, but if the discussion is not effective, then the topic is just not 
further addressed, then that is again taken offline in order to be solved separately" 
(translation). 
 
15.4.3.2 Knowledge generation and management 
One interview partner stated that knowledge management is heavily stressed at his 
employer, a leading consulting firm. Due to the nature of consulting projects, team members 
strongly depend on using the entire pool of knowledge present in a virtual team. He went on 
by saying that colleagues quickly notice who is only taking but not sharing knowledge. In this 
case knowledge management is regulated via the employees. Interview partners from 
companies with strong cultures stated that team members have the mentality of sharing their 
knowledge and learning from each other. This is because, they state, there is no suspect that 
others might steal their knowledge for personal profit. On the other hand, the interview 
partners without a strong global corporate culture stated that during virtual meetings members 
follow strong defensive tactics to shield knowledge from the other members. 
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15.4.3.3 Forming phase 
In this matter the interview sample can be divided into two parties. The first one aims 
to establish an interpersonal bond between the team members. They aim to form a team by 
budgeting time during the virtual or face-to-face kick-off to get to know each other, to 
encourage collaboration and to build trust. The other party starts straight away with facts and 
figures without taking the time to bond the team members. They start immediately with the 
relevant topics and assign workloads to the individual members.  
When the initial contact is face-to-face the bonding process of the team members is 
accelerated: "When the moment comes in which you know who is standing in front of you, how 
he interacts... (pause)... in the evening we enjoyed a beer together. This get-together helped 
more than 50 subsequent calls and exchanging a few emails and potentially misunderstanding 
us" (translation). The interview partner continued by saying that "I have not met him once 
face-to-face since then, always only by telephone or video, but it still works out excellently" 
(translation). Unfortunately, the budget of the interviewed companies does not allow for 
regular face-to-face meetings.  
 
15.4.4 Tools 
15.4.4.1 Technology  
Emails are used for exchanging facts and figures or for forwarding other emails 
containing attachments. While proving as a valuable tool to exchange fact based information, 
it proves as a poor method for general communication as it leads to misunderstandings and 
potential conflicts. Phone calls are a more sophisticated method, allowing for a quick 
exchange of information with the downside of not knowing in which situation the call 
receiver is in. He might be in his car, working on a document, or in a meeting. 
Videoconference offers more possibilities such as reading the body language and ensuring 
that people actively attend the meeting. However, setting up a video conference in practice is 
reported to be very difficult due to the limited amount of videoconference rooms, time zones 
issues and many employees not being familiar in their technical use. Therefore, they are 
usually not used on an ad hoc basis but for meetings in the far future or for a meeting series. 
One interview partner summarised the use of communication technology fittingly: "Email is 
actually just what I use for communicating when really facts must be exchanged on paper. 
Thus, a PowerPoint presentation, an Excel spreadsheet, or when you forward a customer 
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email. For me these are the things that belong in email because they are purely fact- based. 
But it is the most dreadful way to communicate. It virtually promotes misconceptions, it is 
totally terrible. Phone calls, yes, these are a level better, they are quick and dirty, but hold the 
disadvantage that you never know in which situation you catch the receiver in. Does he sit in 
the car, does he listen properly, does he play a game of Pac -Man on the PC while he talks to 
me, and nods everything through. You really don't know. Video is what represents the greatest 
expense and greatest obstacle. Because either you need a very good camera on your device or 
you have to look for a video conferencing room, and block it. You have to know how the thing 
works. This is not the strength of everyone, in all countries, to use it properly. It makes huge 
difference. So, it depends what you want to do. It is about the combination of all media. One 
cannot say that one is garbage, and everything else is good" (translation). 
In essence, emails are used for exchanging facts. However, they are strongly disliked 
by the participants when it comes to regular communication. Here, telephone calls are the 
preferred communication platform. Videoconferences are difficult to set up spontaneously and 
are therefore used mostly for jour fixes. It was stated that it is about the most effective mix of 
these three technological platforms. Overall, ergonomics of all available technology will 
require future improvement to suit the needs of virtual collaboration.  
 
15.4.4.2 Training 
Not a single company of the sample offers virtual training, yet all companies use 
virtual teams extensively. Furthermore, half of the interview partners feel that the right 
technological infrastructure is not provided by the organisation. For example, 
videoconference rooms are scarce and their use cumbersome.  
Training was recommended by interview partners with a strong emphasis on 
communication. The content could cover delivering messages, general facts and figures about 
virtual teaming such as the attention span during calls and how information is perceived, how 
to show presence during virtual meetings, tools for efficient virtual meetings, soft skills 
training, speaker’s training, and crucial conversations. In a similar personal development 
context one interviewed company encourages their employees to spend three to six months in 
the office of another country in order to raise awareness to cultural differences, to understand 
the company’s values, to get to know other colleagues and to take a piece of the culture back 
to the home office. In fact, the pre-study prevailed that virtual teaming requires touch, 
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meaning in this case the getting to know the colleagues from other countries will improve the 
later virtual collaboration with them. There were also recommendations for trainings to raise 
awareness for virtual teaming as a response to the major criticism that team members not 
always behave and act effective. One interview partner expressed: "I think there are two 
different trainings, which you should or must be carried out. One for those who enter into this 
virtual world - very young very fresh. And I do not mean those with 4 years of professional 
experience who come to us, but those who actually just come fresh out of college and are still 
a bit clueless about employment in general. I think it is important to train those. Namely to 
ask concrete questions when you do not understand something. And then there is the second 
training for the managers: How do I get my message across? Am I efficient in communicating 
to-dos and in checking these tasks? So usually it is not a task that one simply delegates. It is 
also about giving yourself the time for these to-dos, yes, or to have a look at the documents. 
To do the QA - quality management. And even in those times to regularly dig deeper if 
everything is alright, whether they move forward or not, whether there are difficulties or not" 
(translation). 
 
15.4.4.3 How the organisation can support virtual teaming 
With the corporate values being communicated and established, the organisation can 
recruit future employees using these very values as a selection criterion. In the same way, a 
virtual team leader can select his team members on the basis of how well they live the values. 
“You cannot instil values in people" (translation), yet during the recruiting process it is 
possible to select potential candidates who fit into the corporate culture or already share a 
proportion of the desired values. 
In order to lower the inhibition threshold that hinders a team member to contact 
another one virtually, the organisation must ensure that the infrastructure in the offices 
encourages virtual teaming. This comprises technical tools such as cameras, headsets and 
videoconference tools. In summary “the workplace is to be designed to be global rather than 
local" (translation). On the soft side, a code-of-conduct for virtual teaming which is aligned 
with the corporate values can be established. Moreover, management can encourage 
employees to participate in global brainstorming sessions which are conducted virtually. This 
raises the awareness of employees to virtual teaming. In a similar context, another interview 
partner stated that his employer offers virtual “round tables” for employees to connect to other 
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virtual teams and organisations. In general, all interview partners stated clearly that in order 
for virtual teaming to function at its best, all employees are to be aligned with the same goals 
and must feel a sense of belongingness to the company. 
Management can provide incentives for virtual teaming and include those in the 
annual performance management. These could include using videoconference over calls and 
email, and reducing the amount of physical travel while increasing the use of virtual 
communication. 
 
15.4.5 Virtual team leadership- top desires, challenges and 
recommendations 
15.4.5.1 Desired team member behaviour from a leadership perspective 
Proactivity - actively participate in meetings by sharing knowledge and asking questions. Do 
not “dial-in and see what happens.” 
Accountability – be accountable for what you commit to during meetings. 
Preparation – brainstorm before a meeting and prepare your arguments. “what is your value 
in this meeting besides being dialled-in”  
Honesty - ask questions if you do not understand something. Do not bluff. 
Self-dependence – do not turn your virtual team leader into the bottleneck by relying heavily 
in instructions. 
Transparency – keep your virtual team leader up to date with your progress. 
Sufficient language skills – a proficiency in business English. 
Corporate values – stick to the corporate values during your virtual team work. This cause a 
positive transparency in your behaviour. 
Table 9 Desired team member behaviour from a leadership perspective 
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15.4.5.2 Top challenges of virtual team leaders 
Allowing for sufficient flexibility during meetings to address the needs of the team (sharing 
ideas, questions, comments) while ensuring that all topics are covered. 
The level of attentions and interest drops rapidly during virtual meetings. Also, team 
members are not fully paying attention to the conversation (distractions, other work). 
Language barriers – “English courses are essential. This way team members lose the fear of 
participating in virtual meetings.”  
Not being able to “grab people” / missing touch / holding people accountable in person. 
Being part of a matrix organisation, virtual team members have different priorities and levels 
of commitment. 
Absence of non-verbal cues allows you to have little parameters only, not seeing the true 
level of commitment and interest. 
Virtual team members tend to take the consumer role, hence not participating actively. 
Cultural differences including, working style, technology preferences, and local needs. 
Table 10 Top challenges of virtual team leaders 
15.4.5.3 Recommendations for leading virtual teams  
Be mentally present during meetings, not paying attention might cause damage. 
Transparency during meetings. Have a clear agenda and communicate your expectations of 
the meeting. 
Have sufficient one-on-ones with your team members to ensure that they can present their 
topics to you. 
Be very precise (content, structure, timeframe, quality, next steps) when giving instructions 
to your team as there is a high risk for misunderstandings in virtual teaming. Be available to 
your team, they might not be able to continue with their work without information from you. 
Continuously reflect and gather feedback on our leadership style (do I give the right 
instructions, do I express myself clearly?). 
Ensure that members are on the same page with regards to the format and objectives of your 
meetings. Hold a kick-off workshop at the beginning of virtual projects to ensure a common 
understanding of the objectives, the deliverables and the code-of-conduct. 
Communicate the success and achievements of your team to the line management. 
Communication technology must match the needs of the team. Pay also attention to cultural 
preferences. 
Table 11 Recommendations for leading virtual teams  
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15.4.5.4 Input for main study 
The eight interview partners were used as sparring partners to help shape the interviews 
for the main study. Besides adjustments in the style of direction of the questions, speech and 
tone, and feedback on the content and structure of the interview guideline for the main-study 
was also provided. This included the following: 
Additional questions suggested: 
 Do you enjoy being a virtual team leader? – To verify the attitude towards virtual 
teaming 
 What makes up a corporate culture? – To understand the participant’s perspective on 
corporate culture 
 What is not influenced by the corporate culture and why? – A negative test to see were 
corporate culture fails to show effect 
 Do you act as a role model for the corporate culture? – To understand how serious the 
participant takes his leadership role 
 What information would be of personal benefit to you? – More effective than asking 
what question was missed 
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16 Main-study 
“So the leadership of the virtual team needs to be much stronger and  
much more effective as compared to a team where you have  
a physical team.” (interview partner of main-study) 
 
16.1 The test subject: a leading EURO STOXX 50 
enterprise 
For the main-study a leading EURO STOXX 50 enterprise matched the criteria for this 
study perfectly. One reason is that it holds offices and production facilities in all parts of the 
world. This internationality coupled with its extensive use of virtual teaming provides the 
right interview partners for this dissertation. Moreover, the company introduced a global 
corporate culture with heavy emphasis on values and desired behaviours of their global staff 
starting in 2009. This new global corporate culture provides a transparent and easy to follow 
guideline on the expectations of employee behaviour. Being developed truly internationally 
and not forced onto the entire company as a mechanism of the European headquarters, it can 
be considered a true global corporate culture. The corporate culture is based on a small 
quantity of inspiring and focused values that function as its pillars and foundation. While this 
dissertation refrains from stating the actual values in order to guarantee confidentiality of the 
test subject it can be revealed that the values cover accountability, ownership, collaboration, 
efficiency, sustainability and fairness in the behaviour of every individual employee, 
regardless of hierarchy, function, seniority or organisational belongingness. Prior to the 
introduction of the global culture, each region followed their own complex set of values and 
norms. On top, additional leadership principles were present. The new culture functions hence 
as an update of the corporate cultures that grew locally over time and which were different for 
each region and division.  
The leading EURO STOXX 50 enterprise invested strong effort in spreading the 
global corporate culture and the establishment of commitment to it. Now in 2013, five years 
have passed since the official introduction providing a long enough time span to perform an 
investigation on the impact on the global corporate culture on the behaviour and leadership 
style of virtual team leaders. In summary, the selected company offers the ideal grounds for a 
scientific investigation in the area of virtual teaming.  
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Two options with regards to the number of companies to be interviewed were 
available at the start of this dissertation. The first option was to choose two to three different 
companies with 8-10 candidates each. Using three companies would have meant being limited 
to scratching the surface three times. The second one was to focus on one single company 
using 25 interviews. The author decided to proceed with the latter approach in order to 
penetrate one organisation deeply down to the roots.  
Delta Analysis: 
 
 
 
 
Figure 12 Delta analysis between 2009 and 2013 
 
The interviews covered the following subjects: 
 
Virtual team 
1. The changes that were noticed in the collaboration within the team. 
2. Examples of where the virtual team demonstrates the new behaviours. 
3. A delta analysis to show how the team behaviour evolved over time. 
Virtual team leader 
1. How the leader reacted to the shift in team member behaviour. 
2. How the implementation of new values influenced the role of a virtual team leader. 
3. How the leadership style and behaviour evolved since the rollout of the new culture. 
 
Delta Analysis 
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16.2 Research model of main-study 
 
Figure 13 Research model 
 
Plainly focusing on the direct influence of the corporate culture on the virtual leader 
while leaving their virtual team out of the picture proofed to be insufficient for this study. 
This strong feedback was also given by the interview partners during the pre-study. As 
organisations are communities of people who react to and interact with their environment, 
also the reaction of the leader to the shift in behaviour of the team members had to be 
included in the study. Therefore, in order to cover maximum ground two angles were used in 
combination to identify the actual impact and change of a virtual team leader as it is portrayed 
in the figure above. The first one is identifying how the corporate culture changed the 
behaviour of the team members and how the leader subsequently reacted. The second one is 
how the leader was direct influenced as an individual. Only the combination of both angles 
allowed for a holistic image and produced sufficient data for analysis.  
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Statistics of main-study sample: 
Number of session: 25 
Average length: 55 minutes 
Standard deviation: 4 minutes 
Table 12 Statistics of main-study sample 
 
16.3 Selection of the experts 
From the beginning onwards it was clear that the size of the sample should on one side 
allow for a sufficient quantity of information yet remain manageable at the same time. The 
search for the interview partners began with the start of the literature review of this 
dissertation. Within this six months period the professional and personal networks were 
simultaneously explored. Also, after each interview the interview partners were asked to 
recommend another candidate for an interview. This way ten additional qualified interview 
partners were found. 
Candidates were briefed individually on the objectives of this dissertation and the 
interview during the pre-calls. Roughly 25 percent of potential interview partners declined the 
participation as they felt that their experiences would not be sufficient to provide a 
satisfactory quality of information. To correspond to the aim of the study, only experienced 
leaders of virtual teams were considered for the following reasons: First, they are able to 
compare the before and after state of the implementation of a global corporate culture. 
Second, it proved that developing virtual team leaders are more likely to be results-oriented 
than people focused. In the pre-calls, it showed that they less able to provide detailed 
feedback joined with concrete examples on the behaviour of their team. Wherever possible, a 
leader and his direct reports were interviewed for triangulation. Hence, in several occasions, 
the director and his managers were interviewed to receive information from the perspective of 
both the manager and the direct reports. Moreover, on two occasions, virtual counterparts on 
the same hierarchy level were interviewed. Being subject to both sides of the story helped 
increase the credibility of the information shared during the interview.  
All interview partners are considered credible and to hold sufficient experience to 
proof as valuable participants of this study. As they felt very comfortable due to the 
confidentiality and the established trust with the author they were honest and open, disclosing 
genuine and detailed information to the author. 
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Mr. 1 Sales Manager EMEA n.a. n.a. n.a. n.a. n.a. 
Mr. 2 Senior Project Manager NA 
10 5 25 16 3 
Mr. 3 Head of IT APAC 
23 15 60 13 5 
Mr. 4 Head, Strategy and 
Innovation Management, 
EMEA 
3 10 50 15 3 
Mr. 5 HR Business Partner NA 
15 n.a. 100 15 5 
Mr. 6 IT Manager EMEA 12 6. 30 10 4 
Mr. 7 Manager, IT Solutions NA 
10 10 10 14 3 
Mr. 8 Manager EMEA 
10 4 60 12 5 
Mr. 9 Manager EMEA 
13 5 10 14 3 
Mr. 10 Manager EMEA 
18 12 80 13 5 
Mr. 11 Head of IT Operation EMEA EMEA 
15 15 50 28 5 
Mrs. 12 
Innovation Manager NA 
15 5 90 24 5 
Mr. 13 Head Strategy and Business 
Operations 
NA 
4 10 20 30 4 
Mr. 14 Manager EMEA 
7 3 30 9 4 
Mr. 15 Manager EMEA 
10 1 20 11 5 
Mr. 16 Global Information Security 
Officer 
EMEA 
20 20 25 30 5 
Mr. 17 Head of IT UK EMEA 
12 9 70 28 5 
Mr. 18 VP for wide area networks EMEA 
25 6 90 26 5 
Mr. 19 Manager EMEA 
21 7 20 11 5 
Mr. 20 
Vice President Global 
Product Management 
EMEA 
15 9 25 30 4 
Mr. 21 
Senior project manager EMEA 
25 4 70 11 5 
Mr. 22 
Senior Operational 
Compliance Manager 
EMEA 
7 3 60 5 5 
Mr. 23 
Manager EMEA 16 13 20 14 3 
Mr. 24 
Manager EMEA 10 9 50 22. 4 
Mr. 25 
Manager EMEA n.a. n.a. n.a. n.a. n.a. 
Table 13 Overview of the main-study sample 
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16.4 Preparation of the interviews 
The feedback from the pre-study was incorporated into the interview phase of the 
dissertation. The interview partners were fully briefed prior to the interview. Appointments 
were set up to allowed for sufficient interview time. The legal department of the EURO 
STOXX 50 department was also contacted beforehand to give a green light. An interview 
guideline was developed, allowing for a semi-structured and problem focused interview 
approach (Witzel, 2000; Lamnek, 2005). Prior to the interviews, the author again practiced 
several interviews with his research colleagues. The interviews were divided into three phases 
per eight interviews. This allowed for a reflection on the interview style and a first analysis, as 
well as first coding of the data. 
 
16.5 Interview structure 
As stressed by the pre-study sample, in order to gain relevant information on how a 
global corporate culture influences the leader of a virtual team, a two angle approach was 
selected. First, the behaviour shift of the virtual team was discussed, followed by questions on 
how the virtual team leader reacted to the shift. Second, the direct influence of the corporate 
culture on the virtual team leader was put into focus.  
Phase Purpose Content 
1. Warm-up 
 
-To make the interviewee become 
comfortable with the interview 
-To gather information for statistical 
purposes 
-Job position 
-Interpretation of a corporate culture 
-Acceptance of corporate culture in company 
2. Impact of the global 
corporate culture on the 
virtual team + reaction of 
virtual team leader 
-To identify how the virtual team leader 
reacted to the shift in behaviour of his 
team members 
-Impact of the corporate culture on the team 
-What was not influenced by the corporate 
culture 
-Reaction of the leader to the shift in team 
behaviour 
3. Direct impact on the 
virtual team leader 
-To identify how the rollout of the 
corporate culture directly triggered a 
change in the virtual team leader 
-Direct changes on leader’s behaviour, style and 
methods used 
-Promoting and role modelling the culture 
-Experiences with previous employers 
4. Feedback -To gather feedback on the content and 
structure of the interview for 
continuous improvement 
-Information for personal benefit 
-What questions were missed 
-Additional advice 
Table 14 Structure of the main-study interviews 
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16.6 About the interview partners 
The lower quartile with regards to seniority was slightly less able to provide specific 
observations about the behaviour of their team members and slightly less able to reflect on 
their personal development process than their more senior counterparts. With regards to 
coding, those interviews of less senior leaders produced each about half of the amount of 
coding compared to the ones of the top quartile. Also, minor contradictions during the 
interviews occurred from time to time with the low quartile. One representative example was 
that one interview partner responded to the direct question of how the corporate culture 
changed the way meetings are run now that there are only little changes. Later in the same 
interview he went thoroughly through the changes during his meetings that came with the 
corporate culture as a response to the question of which shift in behaviour he noted in his 
teams.  
Overall, interview partners were able to share very specific examples about the behaviour 
of their virtual team members. Still, some line managers who work virtually had the tendency 
to drift towards face-to-face leadership on several occasions despite the request to stick to the 
virtual environment. This could indicate that some managers differentiate only to some extent 
between face-to-face leadership and virtual team leadership. Those interview partners 
working mostly virtually kept stronger focus on virtual teaming. 
 
16.7 Mood of the interview sample 
It can be observed that leaders reacted very strongly to the shift in behaviour of their 
teams. In fact, the shift in behaviour of their team members proved to be a stronger influence 
on the leaders than the direct impact of the corporate culture.  
From both the tone and the content of the interviews it gives the impression as if the 
interview partners waited for a long time for a common global corporate culture and hence 
welcomed it warmly. They seemed to long for something that provides them with a platform 
to bond and unite with their virtual team members, especially with those from different 
regions. It would be now interesting to investigate if the corporate values were also welcomed 
so warmly in face-to-face teams. 
Six interview partners stated that the corporate values showed little effect on their 
virtual team and themselves. They argued that they themselves implemented similar values to 
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those of the global culture before the launch of the global culture. These interview partners 
saw the rollout as an affirmation and reinforcement of their behaviour. In fact, it is the same 
group of interview partners who dedicate a large amount of their time aiming to implement 
and role model a common culture in their virtual teams. Nonetheless, all of them agreed that a 
global common corporate culture strengthens and reinforces behaviour also the behaviour of 
their team. In all scenarios the leaders were already seeing themselves in the role of an 
ambassador of behaviour. These virtual team leaders stated, however, that they use the global 
culture as a great opportunity to reinforce the behaviour in their teams. 
 
16.8 Limitations of corporate culture  
One standard interview question was to ask where the corporate culture fails to influence 
the behaviour of the team members and their leader. However, only eight interview partners 
provided information on this topic. The others were quite certain that all aspects of behaviour 
are influenced. 
One aspect that a global corporate culture is probably unable to replace is the necessity for 
a face-to-face kick-off workshop with a duration of two to four days, including after work and 
teambuilding activities. Interview partners went on by saying that regular face-to-face 
meetings were still necessary to keep up the performance of the team. The recommendation is 
a minimum of two to four days once per trimester. They stated that a drop in performance 
derived from an increasing interpersonal distance between the team members can be observed 
over time. 
Other areas reported were personal sympathy between the team members, specifically if 
they do not enjoy working with each other. Also, it was mentioned that not all parts of 
national culture are influenced by the corporate culture. Examples provides showed that 
central Europeans are more open to giving feedback regardless of the hierarchy, whereas 
Indian or US colleagues were still very hesitant to provide open feedback, even though it is 
encouraged by the corporate culture. Complexity reduction of processes and bureaucracy 
within virtual organisations were reported to not be influenced, too. One explanation provided 
here was that a shift in behaviour takes time, especially when a new culture is introduced to a 
company with a long history.  
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16.9 Acceptance and rollout of the corporate culture 
According to the interview partners, the global corporate culture has a very high 
acceptance. Reponses range from “’thank god’ you know, I can start seeing a change, and I 
can start acting this way. I look at it more as bringing a breath of fresh air into the 
organisation.” and “[It] is the first time that we have had corporate values that are known 
and have the potential of having an impact on people, but it’s a slow process.” over to “I´m 
not so sure, that everybody knew what the values were before, because that was part of the 
process ... was clarifying them, simplifying them and clarifying them. Until we have them, I 
think not everybody was on the same understanding of what they were. And now that they are 
simplified out there and there was a strong campaign to make sure, that everybody was aware 
of what they are. You know: Everybody is now marching to the same direction. And I don't 
think that before that everybody in a virtual team was on the same page.”  
The reactions are positive for several reasons. One is that the corporate values are easy 
to memorise and to comprehend. Also, they inspire virtuous behaviour of employees on all 
hierarchical levels. Line managers were used as the backbone of the rollout and inspired to 
role model the behaviour and provide regular and timely feedback to their direct reports. All 
of this is supported by frequent corporate culture events and by including the corporate values 
in the annual performance review of the employees and other HR functions. 
As one of the main principles underlying the rollout of the global culture, line 
managers were motivated to participate actively, turning them from observers into 
participants. Also, they were held accountable for the rollout in their team or area of 
responsibility. However, there is still a small dissymmetry in how the values are really lived 
in the organisation. The interview partners stated that those teams whose manager shows little 
commitment to the values or personally lacks the skills to role model or live the desired 
behaviours show lower commitment to the corporate culture. This again reinforces the 
importance of genuine and authentic role modelling of the desired behaviours inspired by the 
culture. Still, every single employee is reported to have been confronted with the values.  
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Yet the speed of the shift in behaviour is different to every single employee and team. 
This was perceived as fair because a natural shift of behaviour takes time as one cannot force 
behaviour onto people. Overall, resistance was reported to be very low with a few exceptions 
of employees struggling in understanding the value of behaviour. These were usually 
interview partners with a natural science or IT background. Maybe the value of hard facts in 
their daily work influences their perspective on soft aspects. Some employees also showed 
general resistances to change. 
Overall, the sample considered the acceptance and daily living of the global corporate 
culture by the employees as very high. In summary, it can be said that in 2013 the corporate 
culture is now lived by the organisation, making it an ideal candidate for this study. 
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16.10 Results overview 
“It’s empowering people to make decisions. It’s acting quickly. It’s removing 
administrative burden from people. It definitely has an influence,  
however at the individual level, it’s up to each person I think,  
based on their own filters and perceptions I guess, 
 to earn that.” (interview partner of main-study) 
 
The following tables provide an overview with the changes, their roots, causes, real 
examples and quotes. 
 
16.10.1 Direct impact on leader 
 
What Why Examples/therefore 
Give more 
(positive) 
feedback 
- The values provide a  
  collection of desired  
  behaviours, giving a  
  point of reference 
 
- Providing more timely and frequent feedback linked to the   
  corporate values 
- Providing feedback to the direct manager of the virtual team 
members referring the corporate values 
- Increasing transparency of the efforts of the team in the  
  organisation by sharing common success 
Representative 
quote 
"I could go to Johnny´s manager and say: Johnny wasn´t really flexible in this project. 
You know this is one of our key values. He needs to be more flexible as we move forward." 
More personal 
communication 
and bonding with 
members 
- Corporate culture  
  encourages the focus on  
  people over processes  
  and structures 
- While using the  
  corporate values for 
reflection several 
interview partners 
noticed that they were 
too results-oriented in the 
past 
- Budget time to connect with team members interpersonally  
  by talking about non-work related topics  
- The frequency of non-work related calls increased 
- Showing more emotions in emails and calls 
- Focus on building a strong interpersonal relationship 
Representative 
quote 
"I used to be, or I am perhaps the type of person that is crisp and clear, in the way of 
‘look, that must be done. You will take care of that? Yes/no?’ [...] That said, I use our 
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Jour-Fixes not only to keep track of this or that project, what is the status? 80%? or 90%? 
Have you completed the project? How many disruption did we have? But I'm starting the 
talks differently to, I say: ‘Well, how was your weekend’ and talk sometimes a bit about 
other things, because I have the impression that it lets me actually build trust.” 
Role modelling - The corporate values  
  ask leaders to role  
  model behaviour. This  
  is part of their annual  
  performance review 
- Show more authenticity in their behaviour 
- Walk the talk and role model the desired team member  
  behaviour 
 
Representative 
quote 
"So I think this has changed me personally, because, as I tend to say, what goes around 
comes" (translation). 
Corporate culture 
as a leadership 
tool 
- It is perceived as a  
  strong set of values to  
  guide behaviour 
- Leaders refer to the values and overall culture when giving  
  feedback 
- Leaders mirror their personal behaviour with the present  
  values 
Representative 
quote 
"It needs to be understood that in the VTs one has usually no line responsibility, meaning 
that one cannot simply dictate something, rather you have to gain commitment or a buy-in 
[…]. And if I can base this on a unified corporate culture, uniform values, then I can do it 
much easier since I can refer to these values, as if I did not have this base" (translation). 
 
"As we move forward, I can say as a leader of a team: Ok is this, what we are doing, 
aligned with those values?" 
Involvement of 
the team 
- The introduction of the  
  corporate values  
  brought a stronger focus  
  on behaviour rather  
  than processes and  
  structures 
- Team leaders feel a  
  stronger sense of  
  belongingness to the  
  company and feel  
  reassured to take the  
  position of a leader,  
  rather than a manager 
- Involve team in decision making process 
- Involve the team by sharing more information 
- When the leader disagrees he seeks to find out why his team  
  thinks differently and   reflects on the corporate values 
- Stronger listening and reflection of the input of members 
- Higher willingness to share information with member 
- Encourage team members to take a leadership position  
 within their area of expertise and responsibility 
- Encourage sub-team leaders during video calls to further  
  push and motivate their team 
- Reduce the amount of air time during meetings and pass the 
moderation onto the team members 
 
Representative 
quote 
"What I do much, much more intensively because of [our culture]is involving people in 
the decision making process." 
 
"And in the case, or that as already occurred two three times, the employees show me 
their slides and ask whether they are okay, but the adjustments I make to them have 
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drastically become less. Or rather, I do not even change them myself, I make a proposal 
and say ‘Look, I would formulate this as follows, if you want to you can that, too. But this 
is your presentation, and you are going in there, therefore it is your responsibility, if you 
do not like it [my changes], then leave it the way it is.’" 
Change in the 
frequency of 
meetings 
- The shift from  
 command and control  
 towards a focus on  
 people triggered the  
 desire to take the role of  
 bringing the right people  
 together 
- On the other hand, the  
 frequency of meetings  
 was decreased when  
 appropriate given the  
 increase of trust in the  
 team that came with the  
 focus on people 
- Where applicable, the numbers of meetings was either 
   increased or decreased. Increased to further promote  
  collaboration or decreased when less alignment was  
  necessary 
Representative 
quote 
“[…] how I mentioned before, I focused on organization and finances and […] when the 
organization was established, when I realized people understood where I am heading 
towards, and that they lived it, I took care only about the money.” 
Self-reflection - Corporate values have  
  given a set of expected  
  behaviours one can  
  compare himself to 
- Leaders use the corporate values to reflect their behaviour to  
  identify potential for development, and to assess if their  
  behaviour and style adds value to the objectives of the  
  company 
Representative 
quote 
"And I noticed that in our team meetings I always had the highest speech proportion. So I 
tried to lower this proportion, and I realized due to a statement of an employee, that it 
actually works. Even though I still need to work on it, I think I have accomplished already 
a lot. Also I have explained in the meetings, that the success of each meeting does not 
depend solely on me, but on every detail of what everyone has to contribute.“ 
(translation). 
Raise awareness 
for other cultures 
- The corporate values  
  are used for self- 
  reflection and thereby  
  raise awareness to the 
fact that other cultures 
have other values and 
habits 
- Higher awareness of the traits and habits of other cultures 
- Understanding that other countries do not have the same  
  culture as the headquarter 
Representative 
quote 
“We need to consider that the culture, the community culture, or the country culture, or 
the regional culture in addition to the corporate culture, because it also influences the 
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corporate culture So, people in the Asia Pacific working for the same country are different 
than the people in North America or Latin America working for the same company, so 
that culture also plays a big role. Another thing also, their original home country; so if 
you're born in Germany and working in Asia Pacific, your behaviour is different than the 
person and your colleague sitting next to you in Asia Pacific; even though both are 
working in the same corporate culture office, sharing a desk, but a different origin, so 
that's another factor that may influence the behaviour." 
Elevated trust - The heavy emphasis on  
  people that came with  
  the corporate values  
  brought a stronger  
  sensation of trust in the  
  team members and a  
  movement away from a  
  command and control  
  environment where the  
  team leader was the  
  centre of the project 
-Team members are trusted to deliver and make decisions  
  independently 
-Less control and checking of milestones and deliverables,  
  overall less involvement in detailed activities 
-Less questioning of the decisions or thoughts of the members 
Representative 
quote 
"Or rather, I do not even change it myself, I make the proposal and say ‘Look, I would 
rather formulate it as follows, if you want that too, then you can do it. But this is 'your 
presentation' and 'you' are going to present it, so it is also 'your responsibility' and if you 
do not like it, then you can keep it the way it is.’ I do not know if the point comes across 
now, but this is already a relatively significant change" (translation). 
Table 15 Overview of the direct influence on the leader 
 
16.10.2 Shift in team behaviour 
What Why Examples/therefore 
Faster warm up 
during forming 
phase of the team 
- Stronger feeling of  
  belongingness to the company 
- Transparency in behaviour  
  leads to faster establishment  
  of trust 
- Faster sharing of sensitive data 
- Strong team sensation when team meets physically for  
  the first time 
 “... there is  a strong desire between the team members to make sure that everybody is on 
the same page and has the same understanding. So there is a lot of information sharing 
with this going on - in particular to the actual documents, even though the procurement 
process is going through Germany. The procurement document was shared with the entire 
team and everyone got the chance to review it. So that helps to build the integrity and the 
trustworthiness in the team.” 
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Higher 
commitment of 
the members 
towards the team 
and the objectives 
- Team members feel a stronger  
  sensation of ownership of    
  projects and their objectives  
  because of the new sensation  
  of a “common good” 
- Team members make decisions without consulting  
  their team leader where appropriate 
- Team members schedule and run meetings  
  independently 
- Stronger acceptance and desire for responsibility 
- Team members go the extra mile for each other and  
  volunteer for work 
Representative 
quote 
"Or that I [team member]do not relax and wait until someone approaches me, but really 
take a leadership position, and seek responsibility, and actively drive the change[...]" 
(translation). 
 
"Yes, and I think it’s – one small very recent example was with all those people taking 
initiative to do something. They felt empowered. They felt like their opinions mattered, 
that they were important, that their very small sites have a high relevance to the overall 
organisation. Yes, I think to me that’s [our corporate culture]. They were part of 
something bigger, but not a small part. I don’t even know how to explain that – like, they 
matter. They were able to take things into their own hands and do something, and then 
immediately share it. There was no giving permission, there was nothing. They just went 
and did it and it was all volunteer." 
Higher trust in 
the team members 
and their 
capabilities and 
skills 
- Sensation that team members  
  work towards a common goal  
  regardless of organisational  
  belongingness 
- Same culture and values that  
  count of all employees make  
  the behaviours of team  
  members more transparent,  
  thereby increasing trust as the  
  members gain confidence in  
  being able to predict the  
  behaviour of their colleagues 
- Fluid and proactive information sharing 
- Team members refrain from invading the areas of  
 responsibility of other team members 
- Team formation phase is strongly accelerated and  
  team becomes productive faster 
 
Representative 
quote 
"So there is a lot of information sharing with this going on - in particular to the actual 
documents, even though the procurement process is going through [country X]. The 
procurement document was shared with the entire team and everyone got the chance to 
review it. So that helps to build the integrity and the trustworthiness in the team." 
Enhanced 
communication 
and knowledge 
transfer 
- Higher trust and commitment 
- Common understanding of  
  values such as accountability,  
  punctuality, honesty and 
integrity help to create a 
- Team members schedule and run meetings  
  independently and proactively 
- Proactive emails and calls without waiting for the  
  team leader to administer communication 
- Less misunderstandings due to similar mind-sets and  
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common language. This 
increases the flow of 
conversations 
  expectations of working style 
- Greater flow of communication  
- Team members disclose sensitive information 
Representative 
quote 
“In a virtual team environment we would get a better decision across a diverse group, 
both culturally as well as globally … because you get more and better information, 
quicker” 
 
" I think that [..]. there is a strong desire between the team members to make sure that 
everybody is on the same page and has the same understanding. So there is a lot of 
information sharing with this going on - in particular to the actual documents, even 
though the procurement process is going through country C. The procurement document 
was shared with the entire team and everyone got the chance to review it. So that helps to 
build the integrity and the trustworthiness in the team." 
National culture 
less dominant 
- Common values are  
  communicated as the standard  
  behaviour that apply to all  
  employees regardless of  
  hierarchical level, region and  
  organisational belongingness 
- Team members develop a common understanding of  
  punctuality, deadlines and accountability 
- Middle European team members became more  
  flexible, as reported 
 
Representative 
quote 
"[the culture] is effective maybe because it cuts across nationalities or even, you 
know, who you are." 
 
"To start with there was very definitely, and this might be in any kind of team building 
there was very definitely lines drawn between the different factions involved in the service 
and there was the way the Belgians do it, there was the way the guys in the UK did it and 
there was the Italian way of doing it [...]." 
Higher sense of 
unity 
- Less silo thinking and  
  genuine interest in other fields  
  of work  
- In the past, team members  
  shielded their information  
  from other team members  
  signalling a lack of trust 
- Actively seek to build integrity, relationships and trust  
  within the team 
- Team members aim for a common team meetings 
with  
  other adjacent teams 
 
 
Representative 
quote 
"The walls of the organisation have been torn down. That ivory tower sort of mentality 
and all of that is going away, happily. I’m very happy that that’s all going away." 
Table 16 Team members’ reaction to culture 
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16.10.3 Leader reaction 
What Why Examples/therefore 
More 
responsibility is 
transferred to 
the team 
members  
- Same perspective and  
  understanding lead to higher  
  transparency. Therefore easier  
  to delegate, given less  
  misunderstandings and need to  
  explain detail 
- Leaders have a stronger  
  interest in developing people  
  because corporate values  
  introduced a stronger focus on  
  people over processes and  
  structures 
- The leaders reduced their respective speaking time in  
  virtual meetings, handing over air-time and parts of the  
  moderation to the team 
- Less rigid topics in regular meetings  
- Transfer accountability of entire tasks in the team and  
  making mistakes is alright when one learns from them 
 
Representative 
quote 
 "They come to me and say "this is what I´m thinking of doing", I am like don´t even ask 
me." 
 
 "So it was really a command and control environment before and now people are really 
very happy." 
Higher trust in 
team as a 
response to the 
proactivity and 
self-management  
- Team understands the agreed  
  standard and expectation to the     
  work results and accompanied  
  behaviour 
 
- Provide team members with a higher degree of  
  independence on how to carry out tasks 
- Provide higher responsibility over budget and  
  presentation of results to customers or partners 
- Less direct control over status via meetings and  
  individual calls 
- Less involvement in (technical) details of the task and  
  trust that team members have the competence to solve  
  the issue  
Representative 
quote 
"My behaviour has – so I believe - significantly changed in the direction that I interfere far 
less myself in the technology issues and instead simply say "Okay, provide me something, so 
that I only need to decide whether to choose the right or left path.” And I have even gone so 
far that I've said “if you share a common agreement within the team - as for substantial 
changes - then you do not need to ask me for a decision or interference, you can simply do 
it.” 
Less steering of 
team  
- There is a common  
  understanding and respect in  
  teams 
- Common global objectives 
- No need to reinforce one’s 
- Less need to communicate to team members 
- Less forceful and pushing individuals 
- Less need to be precise and explain details 
- Less coordination between the team members 
necessary 
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leadership role 
Representative 
quote 
"Well I had to be less forceful in some cases or in some ways, because now with that trust 
piece operating, it was possible to, rather than be quite precise and quite direct, there was 
trust from me to the individuals in the group. Not only would they do the activities that were 
required, and I hesitate to use the word task, but projects, tasks, daily operations, whatever 
there might be, there was a trust that they would do that in a way that we commonly 
understood the appropriate standard and therefore it wouldn't be overdone, technically, but 
it would be sufficient. I think that allowed me to be more direction oriented than directed, if 
that makes any sense." 
More focus on 
team members’ 
behaviour and 
transition into a 
coaching role 
-The corporate values brought a  
  shift in focus on people, away  
  from results and processes - 
  Before, leaders did not feel in  
  the position or the level to  
  apply strong leadership 
- Use meetings like a coaching session rather than a rigid  
  JourFixe but used for checking if there is a need to  
  further increase trust in the team, if there are conflict  
  situations, or if someone needs a helping hand 
Representative 
quote 
"What I did do was make sure I had ... much less rigid topics in our jour fixes - the regular 
meetings that I had, normally telcos with each of the people - which in the past had been a 
list of projects and a list of issues and talking through that to resolve the issues - became a 
little bit more like ... a lot - much less formal and much more like a coaching session and 
much more like a discussion around how we should be implementing strategy, what we 
should be doing etc., and not, 'Why were the servers broken? or 'Why was the network not 
working?'" 
Establishment of 
interpersonal 
relationships 
- The introduction of the  
  corporate values brought a  
  stronger focus on behaviour  
  rather than processes and  
  structures 
- Leaders take the time to ensure that integrity is built  
  between team members, and between them and the  
  team before they move forward 
- Leaders budget time for talking about non business  
  related aspects 
Representative 
quote 
"I used to be, or I am perhaps the type of person that is crisp and clear, in the way of ‘look, 
that must be done.’ You will take care of that? Yes/no? [...] That said, I use our Jour-Fixes 
not only to keep track of this or that project, what is the status? 80%? or 90%? Have you 
completed the project? How many disruptions did we have? But now I'm starting the talks 
differently, I say: ‘Well, how was your weekend’" And talk sometimes a bit about other 
things, because I have the impression that it lets me actually build trust" 
Less effort in 
leading 
- Same philosophy and clear  
  expectations with regards to  
  quality and behaviour 
- Same understanding of  
  integrity 
- Less “firefighting” 
- Less physical travel, as there is less need to control the  
  effort of the team 
- Less frequent calls and meetings were necessary 
Representative 
quote 
- " [...] collaboration initially was always something that I had to do. I had to get people 
together in meetings, I had to encourage people to work together and I had to bring them to 
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the table etc. and over time that became seamless collaboration between the parties within 
the team and they would do their own video conferencing, they would do their own Telcos, 
they would collaborate with technical specialists in the area where they didn't have a 
particular specialist in the team, so I would say, over a two to three year period, the change 
of the culture went from a very distinct, my local culture if you like, to a much more 
[commonly] flavoured culture." 
 
"I went from being involved with everything and having to be the driver to where the 
culture had changed and the people were working together, without me even necessarily 
having to be involved, in quite a number of topics, so actually my personal workload went 
down, allowing me to step up and look at the more strategic and directional issues, which is 
actually what I should be doing in that type of a role. You have to get the team enabled to 
function in the right kind of way, automatically, without your involvement and that just 
takes time." 
 
Table 17 Leaders’ reaction to shift in team member behaviour 
 
16.11 Influence by Engaged Scholarship on problem solving  
Problem solving focuses on interpreting, communicating and applying the findings 
and answers to a research problem in an effort to create a sustainable impact on the target 
audiences by advancing their knowledge. Hence, the research findings must be relevant. 
Therefore, this dissertation links the original research problem and the research findings. The 
dissertation builds the basis for this process with the development of both a theoretical and a 
practical model. While several researchers consider their task complete when their paper is 
published in a scientific journal, this dissertation however, adds to this basic task verbal 
presentations, trainings and lectures to ensure a higher level of communication and hence 
knowledge transfer. Face-to-face interactions are desired as they allow for rich transfer and 
discussions (Van de Ven, 2007). Additional elements for Engaged Scholarship’s view on 
problem solving can be found in several other parts of this dissertation.  
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16.12 People  
16.12.1 Direct impact on leader 
16.12.1.1 Role modelling  
“Words need to be backed up by actions.” (Interview partner of main-study) 
 
Interview candidates stated that it is absolutely essential for virtual team leaders to 
accept and carry out their duty as a role model in order to promote and act as drivers of the 
corporate culture and values in their team. Additionally, the sample strongly communicated 
that asking for certain behaviour of the team members cannot be realised without role 
modelling it. Also, “[the] values, were something I was looking for, for a long time, but I was 
not in the position or the level where I can apply it, so for me it was a plus.” In fact, those 
interview partners with a strong sense for role modelling reported that their team shows more 
positive signs of behaviour. In other words, the more committed the virtual team leader is to 
the corporate culture, the stronger his team members live it. This is most probably because the 
team members mirror the behaviour of their team leader.  
 
Role modelling the corporate culture and hence mirroring the values in the leaders’ 
behaviour turned into a central element of virtual team leadership at the EURO STOXX 50 
company. Given the fact that the desired behaviours are clearly communicated and accepted, 
virtual leaders have guidance they can use for orientation: “[The common culture] impacted 
me as a virtual team leader for giving me the guidance and giving me the shield, giving me 
the tools I can use to adjust my behaviour, adjust the team behaviour and help all of us to 
achieve a common goal.” Given the positive results that came with the enhancement of the 
teams’ and leaders’ behaviour, the leaders now feel a strong reinforcement that behaviour is in 
fact a performance driver.  
 
16.12.1.2 Feedback culture 
The corporate values provide both leaders of virtual teams and their team members 
clear expectations with regards to behaviour. Virtual team leaders in this sample use the 
values as a tool to provide structured feedback to their team members. As the team leaders 
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reported to step into a coaching role, they use the corporate values as a basis for the 
development process of their team members. Corporate values prove as a handy tool when 
giving feedback, especially to non-direct reports, as reported by interview partners. This is 
because the leader can structure and align his feedback according to the values and the 
expected behaviour that comes with them. Holding virtual team members accountable while 
referring to the values reinforces the message. “It was a lot better as being a tool for me, 
because it is something, that I can point to and say: ‘Hey this is our values and whatever we 
do, we need to make sure, that what we are doing is up to these values and is reflected by it.’” 
Also, it is easier to give negative feedback on a behaviour that is expected by the entire 
organisation but not reflected by the feedback receiver.  
Besides proving feedback to their virtual team members on the basis of the corporate 
values, virtual leaders use the corporate values as an enabler to give feedback to the direct 
managers of their team members, too. For example, one interview partner summarised this 
aspect by saying that “I could go to Johnny’s manager and say: Johnny wasn´t really flexible 
in this project. You know this is one of our key values. He needs to be more flexible as we 
move forward.” However, virtual team leaders also use the values to communicate positive 
feedback to the direct managers and the organisation. Furthermore, they encourage team 
members to provide feedback to each other. Approximately half the interview partners seem 
to provide more positive feedback than they did in the past. Previously, not complaining about 
the efforts and the results was considered positive feedback. Actually, one interview partner 
stated proudly that one of his virtual team members won an award for outstandingly living 
one of the key corporate values during a virtual project. This clearly shows that emphasis is 
put on commending good behaviour as well as making it transparent. In essence, good 
behaviour does not go unnoticed anymore. 
 
16.12.1.3 Collaboration 
Managers communicate stronger and in more detail why things are to be done and 
what the reason for activities or decisions are. This is because the perceived distance between 
the leader and the team members decreased, given that both parties now feel a stronger 
sensation of belongingness to the company. This facilitates more effective communication 
and helps reduce misunderstandings as reported by the interview partners. 
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16.12.1.3.1 Communication and bonding with members 
Team leaders pay more attention and budget more time to ensure that integrity is built 
between team members, and between the leader and the team members before the team moves 
forward.  Several virtual team leaders communicated to have developed a stronger interest in 
personal bonding and communication with their team members. They now talk about non-
work related topics in an effort to both show appreciation and to get a better understanding of 
their team. Hand in hand with this shift in behaviour team leaders now purposely budget time 
for small talk, such as taking time in the beginning of a call to catch up. One interview partner 
revealed intimate thoughts: "I used to be, or I am perhaps the type of person that is crisp and 
clear, in the way of ‘look, that must be done.’ You will take care of that? Yes/no? [...] That 
said, I use our Jour-Fixes not only to keep track of this or that project, what is the status? 
80%? or 90%? Have you completed the project? How many disruptions did we have? But 
now I'm starting the talks differently, I say: ‘Well, how was your weekend’ and talk sometimes 
a bit about other things, because I have the impression that it lets me actually build trust" 
(translation). Also, they show a genuine interest in the personal life of their team members, 
thereby increasing the frequency of non-work related calls. Moreover, they show more 
emotions in their emails and calls in an effort to build a stronger personal relationship with 
their team. This shift in behaviour was triggered by the people orientation that comes with a 
global corporate culture. Also, while reflecting past behaviour virtual team leaders noticed 
that they were rather results oriented, paying relatively little attention to their actual team 
members. As common point of reference virtual team leaders use the corporate values to find 
the most effective way to deliver a message to their team. In other words, they ensure that the 
values are transmitted through their arguments. Furthermore, they stated that the corporate 
values give them more self-esteem during conflict situations or differing opinions knowing 
that their voice will be heard and not ignored when they reference it to the corporate values. 
 
16.12.1.3.2 Frequency of meetings 
The mentioned shift from results-orientation to people-focus triggered the desire of 
team leaders to further enhance to communication between the team members. Therefore, 
where applicable, they increased the number of meetings in order to further promote 
collaboration within the team. On the other hand, other virtual team leaders decreased the 
frequency of team meetings when less alignment was necessary. This could be realised due to 
the increase of trust in the capabilities of the team members to self-manage. 
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16.12.1.3.3 Involvement of the team  
The perceived distance between the leader and his team decreased over time. This is 
due to a stronger sense of loyalty and belongingness to the company felt by the leaders. This 
triggered a shift in the direction of assuming the role of the leaders, regardless of 
organisational belongingness, away from simple team management. This resulted in several 
changes in the leaders' behaviour. For one, they started to involve the team stronger in the 
decision making process and shared more sensitive information with them which was filtered 
in the past. Also, when the leader disagrees with the group he communicates so asking for the 
motivation and reasons behind a certain thought or team decision. They listen more actively 
and attentively and reflect on the input of the team members. 
 
16.12.1.4 Trust 
The heavy emphasis on people that came with the corporate values brought a stronger 
sensation of trust in the team members and a movement away from a command and control 
environment where the team leader was the centre of the project. 
There is less of a control mentality, resulting in lower overall progress and quality 
checks such as tracking milestones, action items, deliverables and behaviour. Also, there is 
less questioning of the decisions and ideas of the team members. In essence, the team 
members are trusted to deliver and make decisions independently. 
 
16.12.1.5 Empowerment and passing on of responsibility 
Team leaders encourage their team to take an ownership and leadership position 
within their area of expertise. Likewise, they encourage their sub-team leaders to further push 
and motivate their team to take more responsibility. At the same time, the leaders reduce their 
personal air time during meetings and pass the planning and moderation onto their team 
members. 
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16.12.1.6 National and regional differences 
 The corporate values are used for self-reflection and thereby raise awareness to the 
fact that other cultures have other values and habits. Higher awareness of the traits and habits 
of other cultures as well as an understanding that other countries do not have the same culture 
as the headquarter are established. 
 
16.12.2 Shift in team behaviour 
16.12.2.1 Communication and interaction 
Respondents felt that international projects now proceed on average twice as fast as 
before the introduction of the common values because of more open and honest 
communication from the beginning onwards. This is due to higher initial trust. This trust is 
built by a common identity and emotional belongingness to the organisation that came with 
the common culture. In the past, the interview partners had to dedicate large proportions of 
time in developing trust within the team and towards outside colleagues in order to retrieve 
information. One interview partner noted that during a physical kick-off meeting with 
colleagues from all parts of the world team members gave each other a warmer welcome and 
got along well quicker, despite different levels of English and large cultural distances. The 
interview partner tracked this back to the common global values, specifically on the 
transparency in behaviour which increases trust from the beginning. 
Another shift observed is more proactive communication in the virtual setting. In the 
past, leaders had to actively call their teams to collect information. Now, virtual team 
members more regularly call the leader and each other proactively to communicate the status 
of their work and the performance of a running service, product or deliverable. For example, 
team members were reported to start participating and staying attentive properly during calls. 
Rather than pressing the mute button and continuing to work, employees listen and participate 
actively. Before, it was observed rather often that when including someone in the 
conversation by saying “Hey Joe, what is your opinion?” he would not be able to respond as 
he did not follow the conversation. On interview partner summarised “That collaboration 
initially was always something that I had to do. I had to get people together in meetings, I had 
to encourage people to work together and I had to bring them to the table etc. and over time 
that became seamless collaboration between the parties within the team and they would do 
their own video conferencing, they would do their own telcos, they would collaborate with 
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technical specialists in the area where they didn't have a particular specialist in the team.” 
There is basically a shift towards ensuring that team members are on the same page with 
regards to information. For example, team members show a greater motivation to document 
their activities in central locations. These documents include meeting schedules, budget 
guides, project progresses and project documents. One interview partner openly shared his 
experiences: "The high level of care in documenting their compliance and documenting their 
activities. By saying with care, I don’t mean by doing a lot of administration, but by giving 
them freedom and returning this freedom with a clear definition of what they’re doing. 
Understanding that as their boss you need to exercise a kind of control. This is quite a 
spontaneous way of taking care, by informing you, copying you into mail, documenting this in 
central locations, mostly electronically because we’re an IT department [...]. Sharing 
documenting, making you participate in a spontaneous way." This proactive communication 
also includes giving feedback in the form of recommendations and making proposals to 
change work habits or procedures. Team members were reported to correspondingly take the 
initiative in trying to enhance communication by organising social events to get to know to 
the each other and to bond beyond work life: "In the same way, they were bonding with 
central teams, so everybody in my team would try, at least once a year, to invite the 
colleagues from the headquarter to dinner or to more social events in order to be able to go 
beyond normal working situations. You could see that this was one of their strong points that 
don’t happen in headquarters, where people sit next to each other, not even knowing if their 
colleagues have children or not! Let’s say this changed and they make some bounds in order 
to create a better communication, very similar to a sales organisation and to sales people 
trying to get in contact with their customers." Over time, team members also show signs of 
more flexibility, allowing for spontaneous virtual meetings resulting in less travel and a 
higher frequency of communication.  
Team members continuously develop a better understanding for each other. In that 
sense, interview partners noticed that the teams developed a common language which 
facilitates the flow of the conversation. They even stated that teams developed a sense for 
each other’s thoughts and expectations with regards to behaviour and results. All this made 
communication much more fluid and faster since e.g. there is less need to clarify exactly what 
one expects. The global culture also influenced the etiquette of the team members. Team 
members started to arrive on time to virtual meetings, there were less mutual interruptions 
during conversations and people now refrain from typing on their keyboards during calls. 
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While certain meetings were traditionally organised and moderated centrally by 
headquarter, interview partners made the experiences that these meetings have become more 
interactive. The headquarter now gives more airtime to the regional representatives who at the 
same time feel a stronger motivation to participate. This is because the common values helped 
to create a team sensation as a result of an increase in company belongingness between the 
different regions represented in the virtual meetings. Also virtual counterparts on the same 
hierarchy level now behave and work following the same philosophy. They exchange 
information more openly and freely, seeing each other as partners. This was reported to save 
time and effort. 
 
16.12.2.2 Trust 
It can be pointed out that trust is the major enabler of factors such as knowledge 
transfer, empowerment, communication and commitment. In fact, this goes hand in hand with 
existing literature that states that trust is the major success factor for effective virtual teams.  
Higher trust between the team members from the beginning of virtual projects 
onwards is reported. Project documents are shared openly for feedback and to give everyone a 
chance to review: "The procurement document was shared with the entire team and everyone 
got the chance to review it. So that helps to build the integrity and the trustworthiness in the 
team." This open sharing helps to additionally increase integrity and trustworthiness within 
the team. Team members even disclose sensitive information to other members they only 
know for a week or less. Prior to the introduction of the global culture team members were 
very hesitant to open up and share information as they feared misuse by others or a weakening 
of their own position. It would take years for trust to build and for barriers to be lowered. For 
example, in the areas of costs and pricing trust was superficial and fragile. Members would 
hold back information and share the minimum required. With the rollout of the global culture 
and the subsequent stronger reflection of the group behaviour the team members opened up 
and were able to establish common pricing models and a product portfolio which their 
received very positive customer feedback on. 
The stronger sense of trust is also portrayed in how projects are run. For example, 
when one country reports difficulties in their IT, the standard procedure would have been to 
solve it centrally, neither involving nor communicating with the regional IT representatives. 
Now virtual teams are set up in cooperation with the country site to jointly solve the issue. 
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There is more trust now in other people and their skills: "There's an issue there or there's an 
issue coming in Country X we can see now because we're more connected and a little more 
visible and able to use the network that I had that Country X is making a big change to a 
building, we haven't been informed, I could just point at somebody and say ‘Go and find out 
what's going on with Country X situation and let me know if I need to do anything or sort it 
out yourselves’, which is way different to we need to talk to the right people, let's find out who 
the right people are, let's do this together because there wasn't the two way trust that had 
been built on the relationship at that point." 
 
16.12.2.3 National and regional culture 
“It [the culture] is effective maybe because it cuts across nationalities  
or even, you know, who you are.” (Interview partner of main-study) 
 
National culture is not replaced entirely by the corporate culture. However, interview 
partners reported that virtual team members showed less dominant traits of their own culture 
during virtual projects. While the corporate culture did not overwrite the national ones, it 
made the team members reflect on the traits, styles and habits of their own cultures. For 
example, “The German culture is a more, let's say, engineering-dominated and precision is 
more important than flexibility ... but on several occasions - because of our corporate values- 
the behaviour … certainly changed. And they were more flexible and they did respond more 
quickly to requests.” On the other hand, those nationalities with a different sense to punctually 
to the central European one started to join meetings on time and to stick to deadlines.  
One interview partners summarised the element of national culture by saying that “We 
need to consider that the culture, the community culture, or the country culture, or the 
regional culture in addition to the corporate culture, because it also influences the corporate 
culture So, people in the Asia Pacific working for the same country are different than the 
people in North America or Latin America working for the same company, so that culture 
also plays a big role. Another thing also, their original home country; so if you're born in 
Germany and working in Asia Pacific, your behaviour is different than the person and your 
colleague sitting next to you in Asia Pacific; even though both are working in the same 
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corporate culture office, sharing a desk, but a different origin, so that's another factor that 
may influence the behaviour." 
Interview partners stated that before the implementation of the common culture each 
region or division had their own set of values, some being written down and transparent, 
others more tacit. This caused confusion when entering the virtual arena as the personal code 
of conduct or behaviour was not reflected by the behaviour of other team members. This led 
to initial friction and confusion, resulting in a distance between the team members and less 
feeling of a team identity. One interview partner stated enthusiastically: “Everybody is now 
marching to the same direction. And I don't think, that before that everybody in a virtual team 
was on the same page.” Other interview partners stated that US colleagues had the tendency 
to be very protective when it came to working virtually on global changes. They continued by 
saying that these colleagues considered themselves US employees first and EURO STOXX 
50 company employees second, putting national interests before the interests of the global 
corporation. Consequently, introducing common tools virtually was a very time consuming 
endeavour. After the introduction of the corporate values US colleagues were reported to be 
more willing to collaborate virtually with the other regions. One interview partner estimated 
that virtual projects with the US now require half the time. The reason for the change in 
behaviour was a combination of several factors. First, communication between the regions 
improved as trust lowered the perceived barriers between the parties. This trust was 
established by the transparency of the corporate values. Whereas the behaviour was different 
between the different team members in the past, now they can reference to a common 
expected behaviour which is known to all participants of the virtual team. Knowing that the 
colleagues from the other regions work and act in similar ways with a common goal and 
identity increased trust and subsequently communication.   
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16.12.2.4 Commitment 
“In a lot of cases in the old culture people would just wait and see. Wait and see either 
for the directive to come out or the initiative, to see how well it´s moving  
and then maybe try to join it. So I think, I have got earlier 
 stakeholder engagement.” (Interview partner of main-study) 
 
The commitment of team members to delivering jointly with high quality results has 
strengthened over time. This process picked up speed without the leader actively having to 
push it. Interview partners reported that before the introduction of the common culture their 
team members were hesitant to participate in global projects, especially in those that could 
potentially interfere with their local daily business. The interview partners argued that a 
strong passive attitude dominated global virtual teams with team members frequently 
providing only the minimum input required. Between the lines of the interviews it becomes 
quickly evident that team members now bond more emotionally to the virtual team, showing a 
genuine interest in its success. They proactively share their experiences from past projects and 
try hard to strengthen the collaboration within the team and with neighbouring ones. Virtual 
team members are also reported to engage their tasks more enthusiastically, asking for 
responsibility and actively taking leadership for project activities. Team members 
independently leave their comfort zone or shift office hours to do so. One interview partner 
from the EMEA region summarised his experiences with regards to commitment with: 
“Suddenly, they were thinking ‘This is me doing this, not my boss telling me to! This is my 
work, my performance, and my responsibility’, so from that point of view they were taking 
their own work and their own lives in their own hands.” and went on by adding: “There is a 
problem I want to solve and it won’t solve itself, so will you let me? I can start with names 
with people calling me with things like ‘I’m going to Italy!’ I’m doing this, I’m doing that! So, 
basically they’d tell me what they were doing and ask if I agreed, rather than me having to 
ask! You get a totally different way of acting.” Another interview partner explained his 
observations of the rise in commitment with an example where a colleague from Singapore 
got sick and became unable to perform his tasks. Colleagues from EMEA and NA 
immediately shared his workload among the other team members. The interview partner 
stated confidently that this was only possible to the increase in commitment to the team and 
tasks that came with the global culture. Another example came from an interview partner who 
ran an international virtual innovation campaign. When it came to distributing posters, she 
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was confronted with an unexpected amount of commitment to the project from her global 
members who responded: “'Oh, can I translate this into English, or into Spanish and Russian 
and other languages?'” and “The guy from Indonesia said, 'I want to put something on the 
TV’s monitors that we have in our lobbies.' Like, people got so excited, I did not tell them 
what to do. All I said was 'I have these posters available. If you want to put them.'” 
Nowadays, virtual meetings also take place in the absence of their leader and team 
members actively make decisions without consulting or waiting for the okay from their direct 
superior or leader where appropriate. This commitment was reported as a side product that 
came with the established basis of trust between the team members and their leaders. Virtual 
team members were reported to contribute more actively to project activities and during 
meetings. Besides sharing responsibility of the meeting agenda they communicate 
independently during meetings. One interview partners summarised this finding quite fittingly 
by saying that “people are more open, rather than waiting for tasks to be done or opinions to 
be formulated, they now feel they are part of the process.” The interview partner went on by 
saying that "you know: Everybody is now marching to the same direction. And I don't think 
that before that everybody in a virtual team was on the same page.” 
 
16.12.2.5 Higher sense of unity  
Now there is visible trend towards putting one’s personal, divisional and local benefits 
behind the ones of the virtual team and especially the organisation. In other words, the 
commitment towards to company has drastically increased. One IT project manager 
summarised the new condition with: "IT is a means to an end. For us, the research and the 
benefits of our [...] products for humanity are at the centre.” As a result team members now 
refrain less from shielding information from other team members signalling a lack of mutual 
trust. Overall, interview partners reported less what they referred to as "silo thinking", namely 
focusing on personal or divisional objectives and showing no genuine interest in other fields 
of work: "The walls of the organisation have been torn down. That ivory tower sort of 
mentality and all of that is going away, happily. I’m very happy that that’s all going away." 
 
133 
The influence of a corporate culture on the leadership of virtual teams 
16.12.3 Reaction of leader 
16.12.3.1 Collaboration and communication 
“Walls have been torn down.” (Interview partner of main-study) 
 
Almost all interview partners responded that the introduction of the global corporate 
culture enhanced the collaboration within virtual teams. Team meetings became more 
effective and are better organised, and there is less and more focused talking. This is because 
of the enhanced trust and the transparency in behaviour which bonds the team and guides 
them towards the same direction. As a result, leaders need to invest less time and effort in 
organising the communication within the team by aiding the team in identifying who has to 
talk to whom and when. One interview partner from Asia Pacific shared: "Well in the sense 
that communications become a lot easier now. We have a better understanding of each other. 
We trust each other. Sometimes we don’t have to say anything. I’m not a telepathic person but 
sometimes when you have a conversation you more or less know each other’s thoughts and 
the direction in which we are thinking and it makes things a lot more efficient as to the 
expectations and the motivation of the group. It motivates me as well. It motivates me." 
Also, with regards to behaviour it can be said that the corporate values act as a code of 
conduct. In fact, some virtual teams use the set of corporate values as a frame for shaping 
their own code of conduct, suiting their specific needs. Moreover, due to the more global 
thinking that came with a common culture, interview partners stated that virtual team 
members and other colleagues, contacted virtually, are easier to approach. As a result, leaders 
need to invest less energy when acquiring information than before the introduction of the 
global corporate culture as employees have opened up lowering organisational boundaries. 
This was because the transparency in behaviour and expectations increased trust. Interview 
partners reported that even details about processes are now shared via the phone whereas in 
the past a long procedure of signature and building trust was necessary.  
A common culture gave virtual team leaders the platform for less travel, saving costs 
and time. For example, one interview partner stated that in the past he had to wait for six 
weeks to fly to the headquarter to solve issues in person. Now he sets up a videoconference or 
a call and can resolve the issue in a matter of days. This was made possible by team members 
becoming more flexible and committed.  
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16.12.3.2 Trust 
Increased trust can be considered as the driver and basis for other elements such as 
communication, knowledge transfer, and empowerment. This became promptly evident 
during the interviews as numerous interviewees reported shifts in behaviour due to increased 
trust. Just as literatures states, trust enables communication, knowledge transfer, commitment, 
just to name a few elements. This is because with trust, team members lower their protective 
barriers and start investing their time and ideas into the team. Also, it was stated by the 
interview partners that there was a general increase of trust in the capabilities of their team 
members. This is a consequence of the combination of the corporate culture stressing the 
transfer of accountability to the lowest possible level of hierarchy, coupled with the virtual 
team members showing increased signs of self-management. Before, leaders filtered and 
withheld critical information due to a lack of trust. Virtual leaders also reported to share 
information more openly with their team members as a response of the openness and the trust 
they are given by their team.  
Several interview partners stated that the frequency of communication between the 
team and their leader decreased due to the self-management by the team coupled with the 
transparency in team member behaviour. Team leaders now feel less need to control and track 
milestones and action items.  Moreover, team leaders introduce fewer structures and 
guidelines as a response to the trust that came with the acceptance of accountability and the 
subsequent team dynamics. Also, they started to build trust in the skills and capabilities of the 
team members: "Yeah, I ... What I did do was make sure I had ... much less rigid topics in our 
jour fixes - the regular meetings that I had, normally telcos with each of the people - which in 
the past had been a list of projects and a list of issues and talking through that to resolve the 
issues - became a little bit more like ... a lot - much less formal and much more like a 
coaching session and much more like a discussion around how we should be implementing 
strategy, what we should be doing etc., and not, 'Why were the servers broken? or 'Why was 
the network not working?" 
 Another representative example came from an IT senior project manager who shifted 
from administrating and controlling towards coordination because he strongly trusted the sub-
team leaders and their respective teams. This trust was triggered by the common 
understanding and expectations of the processes and behaviours in the project. As a result, the 
upgraded software went live nine months ahead of schedule. The interview partner traced this 
back to the common culture in the team.  
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One EMEA based virtual leader summarised the shift in behaviour of his team and his 
reaction representatively for other interview partners: “There was a moment in time, during 
that cultural change, where there was a trust built up - and I used this word I think in our pre-
talk, trust for me is critical in all of this - trust from me to the team members what they would 
do, what was asked of them and if they weren't able to do it, they would let me know, or let 
their team leader know, whichever was appropriate. There was a trust the other way around, 
which takes some time to build up, which was the leader of that team was not going to sell 
them down the river, was not going to do anything stupid, was not going to challenge their 
core technical values, so that was a big change and the change really came to light when 
suddenly, and it was relatively sudden, I went from being involved with everything and having 
to be the driver to where the culture had changed and the people were working together, 
without me even necessarily having to be involved, in quite a number of topics, so actually my 
personal workload went down, allowing me to step up and look at the more strategic and 
directional issues, which is actually what I should be doing in that type of a role. You have to 
get the team enabled to function in the right kind of way, automatically, without your 
involvement and that just takes time.”  
 
16.12.3.2.1 Empowerment of the team members 
In general, most of the interview partners reported becoming more open towards their 
employees. For example, as a reaction to the perceived enhancement of trust within the team 
and towards the virtual team leader, virtual team leaders pass on more accountability to their 
virtual team members. This includes the preparation of meeting agendas and their moderation, 
involvement in the decision making process, and responsibility over entire project areas. 
However, one interview partner summarised quite well that the transition towards the 
empowerment is not always flawless: “there are some people who simply like to come into a 
structured, location-based team environment and are not easy, not self-starting, not self-
motivating, and so for these people I think the virtual team is probably not the right place to 
be." However, only few interview partners stated that the trust was misused after the shift 
towards empowerment or that the tasks were not completed in the agreed quality and time. 
Both issues were quickly resolved with timely feedback.  
Several virtual leaders even went one step further by withdrawing themselves completely 
over time from the daily operational business. One vice president from an IT division shared a 
representative story telling how he empowered his virtual team. In the beginning he travelled 
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the different regions frequently, spreading his messages, next steps and expectations. He gave 
specific instructions and organised workshops for different IT functions to meet and discuss 
topics. Once he noticed that the team developed trust and a mutual understanding of the 
expectations of behaviour and results, he slowly withdrew himself from daily operations. 
Today, he only organises a workshop as often as once per year. He concluded this experience 
with stating that in the beginning he had to manage the team and finances. Over time, once the 
common culture took effect he focused on the finances only. A similar story was shared by an 
IT head: "Yes, I ... I was able to do less ... Sorry, I needed to do less travel. I ... I didn't need to 
visit City A and visit City B every week in order to ensure that things were working. They 
were... because we - everyone had the same values and targets and we were able to have a 
weekly telco and... manage it without ... When I first took the position, I had a second office in 
City B and my boss at that time was also in City B and he was expecting me to be there every 
second week, but... This ... in the end wasn't necessary." 
It seems worth adding that those virtual leaders who passed on accountability and 
empowered team members did not do so at the cost of losing authority or credibility as a 
virtual leader. 
 
16.12.3.2.2 Less steering of the team 
Given the common understanding and respect in teams, coupled with common global 
objectives there is now less need to reinforce one's leadership role or to be the sole 
coordinator of the team. One result is that leaders need to communicate less frequently with 
their team members because the team members are in the position to act independently. Also, 
leaders are less forceful and need to push team members less due to the elevated commitment 
of the team members. Also, given the common understanding, leaders need to invest less time 
in giving precise and detailed instructions. Finally, the team leaders need to invest less time in 
coordination activities because team members collaborate independently and proactively. 
One fitting example came from an EMEA based project manager. He derived his shift 
away from controlling and steering to the common understanding of the values of his team 
members. He continued by saying that this common understanding of values also leads to 
accepting common objectives and the creation of momentum: “Well, I've ... it is like a team 
sport. And we all want… we all aim for the same goal. So, we have a common understanding 
of the role and position we play in, and we also accept the roles and positions of the 
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respective members of the team. And if that's the case, then it's just a form of momentum, 
because each team member has the same goal in mind. And if everyone runs in a different 
direction, or does not agree with his role in this whole endeavour, then it is also, as I said, in 
virtual teams significantly harder to first detect it and then to control it. And if we have a 
common ... when everyone has a common understanding about values, about structures - and 
values in fact structures - then it [leading the team]is much easier for me, I subsequently need 
to steer less (translation).” 
 
16.12.3.3 Feedback  
In the past, virtual leaders were rather hesitant when it came to giving feedback, 
especially if they were stationed at the corporate headquarter. In general, those leaders from 
the corporate headquarter feared that their team members would perceive them as ignorant 
and centralistic. Therefore, they provided little to no critical feedback for the fear of slowing 
down the forming phase of the team or further damaging their personal reputation. Given the 
increase in the quality of collaboration with the team and the subsequent increase in 
reputation of those leaders, they provide more frequent feedback. In general, as virtual team 
leaders developed a greater sense of belongingness to the team the intrinsic motivation to 
provide constructive feedback increased. Also, virtual team leaders accept and deal with 
feedback more openly. Given the increase in mutual trust, virtual leaders provide feedback 
more often and openly if things do not go according to plan. This includes feedback on 
processes, structures, and behaviour. 
 
16.13 Process 
16.13.1 Shift in team behaviour  
16.13.1.1 Faster warm up 
Given the strong feeling of belongingness to the same company, as well as the 
transparency in behaviour, there is a faster establishment of a team sensation. This leads to a 
faster sharing of information, and going the extra mile for one another. Strong team sensations 
were also noticed during initial physical kick-offs in which team members bonded strongly 
within a matter of hours. 
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16.13.1.2 Knowledge generation and management 
“People in IT and in the business shared ideas and other people around the world in 
the same or in different businesses, contributed to those ideas in a way that I have never seen 
people communicate like that here.” Interview partners stated the introduction of the new 
global corporate culture enhanced sharing of knowledge within a virtual team. Actually, both 
leaders and team members warm up faster and are willing to share information virtually with 
colleagues they know only for a short time. Interview partners assume that this is because the 
common culture brought a greater sense of community and belongingness to the company. As 
team members see themselves as part of the same company, they are less protective when it 
comes to sharing knowledge. It was even reported that team members actively shared 
knowledge in early stages of a virtual team formation. Before, a great percentage of virtual 
team members were perceived as “knowledge hiders” by the virtual team leaders. One 
interview partner shared that his virtual team members have unlocked their calendars so that 
other members can see their appointment and plan meetings and next steps accordingly.  
Even details of processes are reported to be disclosed via the phone. In the past, retrieving 
detailed information was time consuming and cumbersome as employees were rather 
protective of their knowledge and local affairs, feeling the need to protect their local territory 
from the headquarter or other teams. Now they openly share information with team members 
they know for a week or less: “There is a strong desire between the team members to make 
sure that everybody is on the same page and has the same understanding. So there is a lot of 
information sharing with this going on - in particular to the actual documents, even though 
the procurement process is going through Germany. The procurement document was shared 
with the entire team and everyone got the chance to review it. So that helps to build the 
integrity and the trustworthiness in the team.” 
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17 Focus groups  
17.1 Objectives of the focus groups  
 
Upon the completion of the data analysis, the findings were discussed in three focus 
groups each with three experienced virtual leaders from different companies. Via this process, 
the quality of the results is believed to be increased.  
  The objectives of the three focus groups are hence to stress-test the validity of the 
results of the pre- and main-study, and to provide feedback on the leadership model. Also, the 
focus groups help to generalise the results of this study for other industries and company 
sizes. To do so, individuals from nine different companies were asked to participate. All 
partners showed a genuine interest in the quality of the results and interest in the topic.  
 
Reference Job Title Employer Percentage of 
virtuality in 
daily work 
Years of 
experience 
in virtual 
leadership  
Mr. R Project Manager DAX Company 80 5 
Mr. S Commercial Project 
Manager 
DAX Company 20 6 
Mr. T IT Project Manager Leading automotive supplier 30 6 
Mr. U Managing Director HR DAX Company 30 3 
Mrs. V Project Manager DAX Company 40 7 
Mr. W Principal Consultant Consulting firm 30 15 
Mr. X Investment banker Leading Investment Bank 40 10 
Mrs. Y Senior Auditor Leading Audit firm 50 8 
Mrs. Z Managing Partner Leading Law firm 40 12 
Table 18 Overview of focus group sample 
 
 
 
 
140 
The influence of a corporate culture on the leadership of virtual teams 
17.2 Procedure and techniques 
Statistics of focus group sample: 
Number of session: 3 
Average length: 74 minutes 
Standard deviation: 3 minutes 
Table 19 Statistics focus group sample 
 
The procedure and techniques of the focus groups were adopted from the pre-and 
main-study. In essence, the calls were hence audio taped and transcribed using the same 
methods, and techniques for the analysis. The procedure was again divided up into pre-, main- 
and after-call. The focus group members were selected using the same criteria as the interview 
partners. The focus groups followed a semi-structured and problem focused group discussion 
approach.  
Prior to the three calls with three participants each, pre-calls were held with every 
participant to ensure understanding of the objectives and structure of the dissertation. Also, 
the role and job function of the fellow focus group partner was communicated and the 
structure of the 90 minute call discussed. The participants received a report of the results of 
the dissertation's study and the leadership model for their preparation. 
Given the busy time schedules of the interview partners, the author had no influence of 
the constellation of the three groups. Hence, they were a mixture of seniority and industries. 
All focus group meetings started on time and were moderated by the author who remained 
deliberately passive during the meetings to allow for a free flow of conversation. As each 
participant was sent a "sanitised" overview of the other participants' background the author 
used the first minutes of the call for only a quick introduction and mostly to create a 
comfortable atmosphere. Then, the objectives, structure, duration and role of the author were 
again shared and final questions answered. The author moderated the discussion and only 
intervened when the topics were about to go off track or to ask additional questions. The last 
five minutes were used to wrap up the call and to gather feedback on the procedure to allow 
for improvement along the way. In sum, over 20 pages of notes were taken during the 
interviews. In the next days short 1:1 after-calls were used to ask additional questions or 
discuss topics that required further clarification. Just as with the pre- and main-study the focus 
group partners showed great interest in the topic of virtual leadership and corporate culture.  
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Phase Purpose Content 
1. Warm-up -To make the participants become  
  comfortable with each other 
 
- Quick introduction 
- Repetition of the objectives of the focus group 
2. Results of the pre- and 
main-study 
- To verify the results of the study for  
  logic and completeness 
- To verify the results of the study for  
  other industries and company sizes 
- Impact of the corporate culture on the team 
- Reaction of the leader to the shift in team  
  behaviour 
- Direct impact on the leader 
- What is not influenced by the corporate culture 
3. Discussion of the 
leadership model 
- To provide feedback on the model:  
   applicability and relevance for  
  practice 
- Discussion of the structure, logic, content,  
  blind spots, areas for improvement and  
  strengths to be further developed 
4. Feedback - To gather feedback on the content and  
  structure of the focus group for  
  continuous improvement 
- Information for personal benefit 
- What topics were missed 
- Additional advice 
Table 20 Focus group structure 
 
17.3 Results 
The combination of interviews and group discussions proved as an effective way to 
gather the maximum possible quality and quantity of results. This is because the focus groups 
revealed additional emotions, motifs, and perspectives as a result of direct interaction of 
virtual leaders. Virtual team leaders reflected and discussed thoroughly each other's input, 
thereby challenging, contradicting, doubting, and reinforcing each other's opinions and 
experiences. In essence, the three focus groups led to strong and meaningful discussions, 
hopefully being as insightful to the participants as they were to the author. All of the focus 
group partners showed a large interest in the results of this study and confirmed the difficulty 
of leading virtual as well as low performance. Additionally, they confirmed the relevance of 
the topics of corporate culture and virtual teams within their respective organisations. All 
focus group partners specifically requested a copy of the leadership model and the interview 
results for themselves and for the use within their organisation. 
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17.3.1 Feedback 
17.3.1.1  Formalities and content 
The feedback on formalities and content gathered from the focus groups can be 
clustered into writing style, comprehension, logic, completeness, and practicality of both the 
interview results and the leadership model. While refraining from presenting details it can be 
said that the focus groups helped to ensure that the leadership model and the interview results 
are more comprehensible, easier to follow, and of value to the target audience. The concrete 
examples from their daily virtual business given helped to close gaps and add more detail to 
the leadership model. 
 
17.3.1.2 Leadership model 
The focus groups provided thoughtful and honest feedback on the leadership model. 
They agreed that the model covers many relevant aspects of virtual team leadership and 
agreed that the development towards becoming a more effective leader starts with developing 
oneself first. The focus groups agreed that the model provides an effective way of leading by 
“more leading and less managing” and by encouraging people to act independently. A major 
advice given was to include a greater number of concrete actions the team leader can take for 
each principle. This advice was thankfully followed. Furthermore, they stated that many 
virtual leaders within their respective organisation are still in the process of development 
when compared to the content of the leadership model and the virtuous behaviour it 
comprises.  
 
17.3.2 Vital aspects mentioned by focus groups 
Aspects mentioned by the focus groups which were not found during the literature 
review or in the interviews were in the area of team member fluctuation and the enabling of 
the virtual team leader. They agreed that virtual teams have a higher fluctuation than face-to-
face teams resulting in a loss of knowledge every time a member leaves the team. Also, this 
rotation confuses the team in knowing who knows what. Every time a team member is 
replaced, additional effort must be invested to ensure that he is one the same page. 
Furthermore, a loss of traction during handovers was reported. Enabling is the other important 
aspect stated in the focus groups. Without credibility and support from a higher ranking 
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manager or supporter a virtual team leader might struggle in gaining acceptance and 
credibility. As these aspects are not answered by this dissertation they are included on the 
recommendations for further studies. 
Focus group partners agreed that the matrix is a great challenge virtual team leaders 
must master. Intercultural scenarios were always associated with virtual teams and reported to 
be a major challenge. It became evident that without a common culture participants are not on 
the same page as to behaviour, expectations and modus operandi. The great proportion of 
participants agreed that their organisations failed to properly implement the infrastructure for 
virtual teaming. Also, all agreed that managers of the organisation need to dedicate more of 
their time and resources in supporting virtual teaming. Line managers also need to role model 
how to work in a matrix. It was stated that companies ask for strong results from virtual teams 
without providing the right infrastructure such as training or support from the line 
organisation. 
Participants agreed that sooner or later the time comes where a face-to-face meeting is 
required. A kick-off meeting should be carried out face-to-face to build initial bonding of the 
team members. 
 
17.3.3 Generalisability of the interview results 
All nine participants could strongly identify with the quotes from the pre- and main-
study, stating that similar problems as well as situations can be observed in their respective 
companies. Moreover, it was clearly stated that the focus and results of this dissertation are 
relevant to more companies than the ones in this study. Still, to see if the results of this study 
can be fully generalised shall be the focus of further studies. Before, one may proceed with 
caution. 
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18 Discussion 
“It was natural because you know changing your style is not a  
switch where you can just flip the switch and say: today  
I'm going to have a new style.” (Interview partner of main-study) 
and 
“What changed for me was that at a certain moment in time I moved away from being, 
let's say, the person driving things from the centre of the team to the person who  
was just checking that things had been done.” (Interview partner of main-study) 
 
18.1 Influence by Engaged Scholarship (van de Ven, 2007) 
on theory development 
While building theory and condensing it into a plausible theoretical model the 
guidelines by Engaged Scholarship were closely followed. For one, so that it may withstand 
criticisms of the supporters of the status quo. Van de Ven (2007, p.19) refers to theory as “the 
mental image or conceptual framework that is brought to bear on the research problem.” 
Another major theme is the relationship between theory and reality. Hence, in the spirit of van 
de Ven, both the theory and the model aim to answer real questions and calls from practice. 
According to van de Ven building theory involves a three step sequence which in 
practice turns out to be of iterative and repetitive nature. It is a cycle which requires several 
trials in order to progress the building of theory. The three steps comprise the creation of 
theory, followed by constructing and elaborating theory and are concluded by rationalizing 
and assessing it. During this process the “half-baked” results are triangulated to increase the 
reliability and soundness of the results. In addition, this triangulation aided the sharing of 
ideas and thoughts leading to an increased learning effect of the participating “engaged 
scholarship team” (van de Ven, p.20). This engagement is yet another pillar of theory 
building which stresses the importance of engaging knowledge carriers and experts in the 
applicable field of study. Hence, throughout this dissertation strong efforts were paid to 
develop the interview partners and other experts into trusted advisors with a genuine interest 
in the research topic and the results. This aided the process of justifying and evaluating the 
theory developed as a result of the interviews. 
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18.2 Theoretical model 
Figure 14 Theoretical model based on main-study 
 
The theoretical model is derived directly from the results of the pre- and main study 
and shows that the leader’s shift in behaviour and attitude is triggered by two factors. One is 
the direct influence of the corporate culture on the leader and the second factor being the 
reaction to his team’s shift in behaviour. Besides the overall process, the theoretical model 
also gives an overview of the specific elements of the change as shown in the square boxes. It 
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can hence be seen as the ultimate distillation of the results of the data analysis of this 
dissertation. 
At the same time the model shows the overall process of the change from the 
perspective of the organisation. First, a corporate culture is introduced to a live organisation 
with a variety of different procedures. Besides the other parties home to this system such as 
the line management, also the virtual team members and the leaders are directly influenced by 
the corporate culture. Second, in a process of varying length for each individual, the team 
members and the leaders commence a shift in behaviour as they continuously adapt to the new 
corporate culture. Here it must be noted that each party shows a different variety of new traits, 
habits and behaviours as portrayed in the respective boxes above. Third, the leader reacts 
strongly to the new set of behaviours of his team members, starting yet another transition 
phase. The specific results are presented in this chapter. 
 
18.3 Discussion of interview results 
Overall, the quality of the results and the potential impact of the global corporate 
culture exceeded the initial assumptions of the author. All interview partners were very eager 
to participate in this study and provided extensive information and feedback. It became clear 
that this topic is of very high importance to the target group and still rather untouched by 
academic and professional literature, which reinforces the aim and approach of this study. The 
interview partners from the investigated organisations provided a tremendous amount of data, 
which after analysis, led to very consistent results.  
The overall result is that when rolled-out professionally and role modelled by the 
leaders of an organisation, a global corporate culture appears to have a powerful effect on the 
behaviour of the virtual team members and their leaders, as it is the case for the company 
investigated in the main-study. It seems as if team members and leaders were waiting for 
something to tear down artificial walls and unite the organisation into one team. This might 
explain why the culture was accepted that well and why it triggered harmony and more 
effective collaboration.  
While the focus of the investigated organisation shifted from processes and procedures 
towards people, so has shifted the willingness to achieve the individual employee goal in 
order to achieving the common goal – the success of the entire firm. In other words, 
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employees and leaders experienced a shift of thought from being responsible for one’s own 
objectives related to the individual job description only, to being part of a larger system and 
being responsible for this greater goal. This shift of thought occurred via three processes as 
demonstrated in the relevant chapters of this dissertation: through the direct influence of 
corporate culture on the virtual leader, through the influence of corporate culture on virtual 
team members and as a reaction of the leader to the shift in behaviour of the virtual team. 
Overall, the result of a successful implementation of corporate culture is an overall increase in 
performance.  
As for the direct impact of corporate culture on the leader, the results show that leaders 
begin to reflect upon and role model their behaviour as this is part of their annual performance 
review and the corporate values. Team leaders state feeling a stronger sense of belongingness 
to the company and truly walk the talk of the desired behaviour. This enables a very open and 
honest relationship within the team. Furthermore with a solid corporate culture, the leader 
typically involves the team into the decision making process by creating transparency of the 
tasks and the efforts of the team in the organisation by sharing common success and thus 
creating a trust foundation which can be seen in the higher willingness to share information 
within the team. This higher trust influences also the frequency of meetings, since plenty of 
information is shared on a regular basis and is transparent anytime. Where applicable, the 
number of meetings may even also be increased or decreased. Increased to further promote 
collaboration or decreased when less alignment is necessary. Another aspect regarding 
feedback is that usually corporate culture promotes a system of feedback, which is conducted 
on a regular basis and with a linkage to overall corporate values. This feedback is two-sided: 
the virtual leader gives feedback to the team and expects to receive feedback from his or her 
team based on the same measures.  This approach allows a satisfactory and efficient workflow 
due to the fact that each of the team members knows what is expected from each and 
everyone and thus ensures reliance and trust.  
The influence of a corporate culture on team behaviour shows a stronger feeling of 
belongingness to the company. This translates into a faster warm up during the forming phase 
of the team as well as a higher commitment of the members towards the team and the 
objectives. The transparency in behaviour and role expectations leads to faster establishment 
of trust in the team members and their capabilities and skills and thus to faster sharing of 
sensitive data, which improves the overall work efficiency. Corporate culture provides a set of 
common values such as accountability, punctuality, honesty and integrity to help to create a 
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common language. Common values are communicated as the standard behaviour that applies 
to all employees regardless of hierarchical level, region and organizational belongingness. 
This provides a higher sense of unity, less silo thinking and it increases the flow of 
conversations by overcoming dominant culturally-/ nationally-bound habits.  
The reaction of the leader to the shift in behaviour of the virtual team due to the 
corporate culture also demonstrates an overall work improvement. Due to the higher trust and 
transparency within the team, the leader is able to transfer more responsibility to the team 
members and steer the team less then prior to the implementation of the corporate culture. 
Also, the focus lies stronger on coaching and developing team members indirectly via role 
modelling and directly via feedback provision.  
Overall, while not being the focus of this study the dissertation's results reinforce that 
soft skills and soft elements do in fact have an influence on the performance of teams and 
organisations.  
Written down, communicated and globally rolled-out values triggered an intense 
process of self-reflection of virtual team leaders. It seems as if the sample sat back and 
reflected on their past behaviour and the corresponding consequences. In fact, most interview 
partners stated that they used the corporate values to assess how their past behaviour and 
leadership style matched the new expectations: “Did I live it appropriately or sufficiently in 
the past? Am I personally role model enough? For example, do I take occasional risks 
myself… or do I really push topics sufficiently with a certain amount of risk?" (translation). 
Overall, the aggregation of the codes showed from an early stage that the statements of the 
interview partners carry the handwriting of a focus on people and little was spoken about 
processes and structures during the interviews.  
During the analysis of the interview and the after-call it became clear that interview 
partners realised that the past leadership style might have left room for improvement. This 
understanding was triggered by both the transparency in values and by the focus on people 
that come with the global culture. What then sparked the leadership development process was 
the combination of the direct impact of the values on the leader and the shift in behaviour of 
the team members. As the effectiveness of the team interaction improved, including 
communication and knowledge transfer as examples, the leader could step back from being 
the centre of the team, having to organise and manage each single team member and the 
interaction of the group. As the teams became more independent, the strong coordinating role 
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of the leader became redundant, thereby opening the opportunity to step into a true leadership 
positing resulting in a focus on developing, motivating, trust establishment and giving 
feedback. Interview partners claimed they could now also use this extra time for strategy 
planning, process optimisation, project PR, development of the virtual team members or 
simply “things I had to neglect”. Furthermore, as the group interaction within the team and 
neighbouring teams became more efficient, the leaders are involved in less “fire-fighting” and 
“know that things are being taken care of”. With the focus on people that came with the 
corporate culture it seems as if virtual leaders value their team members significantly higher 
than before. This is shown by the increase of trust in their capabilities and the subsequent 
transfer of accountability. They stated that the process enlarged their comfort zone without 
major penetration. Also quick wins accompanied the new behaviour in the form of positive 
responses by their team members. This rapidly reinforced them in being on the right track and 
gave them a sensation of comfort. 
 Few interview partners stated that the corporate culture had relatively little influence 
on their leadership style and methods because they were already living the same or similar 
values. They stated, however, that the global corporate culture reinforced them in their 
behaviour and gave them more confidence to be on the right track. They now see an 
opportunity to measure their behaviour against a commonly agreed set of values. 
It is very interesting to notice that all interview partners who owned a transactional 
leadership style developed a transformative one over time. Many even reported that they 
transferred into a coaching role. One interview partner summarised this phenomenon well by 
saying that “the role changed from being very administrative and very directional to being 
more of a coaching role and leadership by coaching rather than leadership by giving 
instructions.” One could interpret here that the leaders disliked their past leadership style 
because it came unnatural to them. Yet it seemed as they had only a small variety of options 
to choose from in order to give them a sensation of control and relative comfort. It seems as if 
the culture helped the virtual leaders to finally accept a leadership position, and step up from 
their role as a mere coordinator. The corporate values also enable those virtual team leaders in 
a matrix or in lower hierarchical levels to progress from being a manager towards a leadership 
role. In a next study it would be interesting to investigate how the team members perceive the 
shift in behaviour of their leaders.  
In essence, the introduction of a common culture caused a shift in the activity portfolio 
of the virtual team leaders. In the past, they were planning and executing meetings, preparing 
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and delegating action items, fire-fighting, and taking complete ownership of the virtual 
project. Now, there is an obvious shift towards coaching and developing the team members, 
establishing and role modelling the corporate culture, empowering people. All this results in 
more spare time which virtual leaders use for strategic planning or other activities they had to 
neglect in the past.  
Lastly, the results of all three interview partner engagements confirm that leadership is 
the art of sharing a vision, inspiring others and developing those around you. It is the ability 
to effectively guide others without force towards a common goal while giving a sense of 
empowerment, belongingness and accomplishment. Leaders are humble, show integrity and 
their behaviours are an example for others. This is why leaders have followers. Leadership is 
not management. It is not a right linked to hierarchy, titles or seniority. Leadership is a 
privilege one must merit and prove worthy of every day. Moreover, leaders are not born. They 
are made with hard work and significant investments of time.  
 
18.4 Corporate culture as a leadership tool 
Given the shift in team members' behaviour in the areas of accountability and 
proactive behaviour virtual leaders gradually move away from command and control into a 
coaching position. Moreover, they clearly pay more attention to team member behaviour. It 
becomes obvious that virtual leaders now feel reinforced to completely carry out the 
responsibilities of a leader. In consequence, they use meetings and Jour-Fixes less for steering 
and delegating but as a platform to see if there is a need to further increase trust in the team, if 
there are conflict situations, or if someone needs a helping hand. 
Virtual team leaders utilise the corporate values as a leadership instrument by 
referencing to the corporate values, especially when dealing with a matrix situation and under 
time pressure. It proves especially effective when giving feedback and when ensuring that all 
members are on the same page, speaking the same language. For example, one interview 
partner found himself in a scenario with a task which usually takes six weeks to be 
accomplished. However, this time it had to be done in two weeks in order the keep the supply 
chain of the company running. The results would have been financial losses. He is situated 
hierarchically in the European headquarter, not being the direct manager of the US colleagues. 
Therefore, he referenced to the global corporate values promoting his colleagues to speed up 
the task. This enabled him to connect to the US team by establishing a common language and 
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sense of urgency. Moreover, the culture serves as vital guidance when reflecting behaviour 
and status: "As we move forward, I can say as a leader of a team: Ok is this what we are 
doing aligned with those values" and “The first thing you want to do is to well communicate 
the scope of work; what exactly is to be done or what are the expectations. Also, what are the 
defined roles and responsibilities and what they think of the [corporate] values here, to 
ensure that everyone understands who we are and where we are going.” 
 
18.5 Additional observations through the lense of Role 
Theory 
Using the lense of Role Theory during the analysis of both the literature and the 
interview results proved as an effective way to better understand virtual leaders and their role 
in their ecosystem. In fact, it helped to draw attention to aspects that might have remained 
unnoticed otherwise such as the tacit contract and expectations of a role and the basic and 
expanded understanding of a role. 
Interesting to notice were the diverse expectations of the virtual leadership role from 
the virtual team members and the leaders themselves. As mentioned previously, depending on 
the virtual team members’ organisational belongingness, cultural background and virtual 
collaboration experience, the expectations of the leader differed. This means that in an 
international virtual team the leader holds several roles such as the one of the information 
broker, or single source of contact or even of the moderator. In practice this means that the 
other team members most probably do not know initially which role the other team members 
expect of the leader. Also, the leader must take the time to see where he positions himself in 
equilibrium between the understanding of his role and the understanding of the team 
members. Depending on the situation the leader might also chose to stick to his initial 
understanding of the role and trigger a shift in understanding of the team members, or vice 
versa. Either way, the leader must naturally grow into a leadership position to strengthen his 
role over time. Otherwise, a deviation of his role expectation might result in a loss of status or 
authority, leading to a decline of his leadership position.  
The results of this dissertation reinforce that the role of the leader is determined by his 
environment. Given the shift in the behaviour of the test subject’s virtual team members, also 
the leader had to adapt to the new role he was expected to hold by his team. With the strong 
corporate values and the expected behaviours of the test subject, the leaders minimised the 
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ambiguity of their role and developed a strong understanding of where the company positions 
their leaders. In fact, as mentioned by Montgomery (1998) the test subject even went as far as 
assigning the role of a “role model” and the corresponding necessity to lead by example and 
walk the talk. Without a common corporate culture this aspect is rather tricky as this 
“contract” is otherwise tacit and needs to be uncovered. 
Still, what can be noticed is that while the organisation clearly defined the leader’s 
role roughly half of the interview partners expanded this role over to mentoring and coaching 
their team members. Hence, the leadership role functions for many as a basic set of principles, 
behaviours, values and expectations that one must comply to. This role, however, in its basic 
understanding or with additional elements is linked to rights and expectations which must be 
fulfilled in order to remain in the leadership position. For example, as shown through the pre- 
and main-study leadership is a not a right linked to hierarchy or titles but something one must 
merit and proof worthy of every day.  
Referring to Callero (1994), a role can be but is by nature not a stable or fixed 
phenomenon. This is clearly supported by this dissertation’s results. We can clearly observe 
that the implementation of a new corporate culture resulted in a strong shift in the 
understanding of the leadership role and the respective behaviour. Moreover, the transition 
phase between the old and new understanding is a change in itself. 
 
18.6 Positioning within existing literature 
The results of this dissertation are partially supported by existing academic literature. 
Partially stems from the fact, that this dissertation is the first empirical study that investigates 
the effect of a global corporate culture on virtual teams and their leaders. However, studies 
surrounding each of the following topics or combinations of those – global corporate culture, 
virtual teams, leadership, virtual team leadership, behavioural studies and firm performance, 
etc. – have been investigated to proof whether the results of this study can be related to other 
existing literature. The outcome shows that literature indeed covers several relevant aspects of 
the study results, which will be demonstrated in this chapter.  
In general, it is observed that both topics – corporate culture and virtual teams - gain 
importance in the academic world by an increasing amount of studies surrounding these 
issues despite the rather recent emphasis on this matter (Stough et al., 2000; Hertel et al., 
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2004; Armstrong and Cole, 2002; Mowshowitz, 1997). Also, the eagerness of interview 
partners to participate in this study reinforces the importance of these topics.  
The vast majority of the interview partners agreed that virtual teams require a different 
approach to leadership. They also agree that a leader needs to adapt to a new toolkit and 
behaviours to master this new environment. This is supported by other academics that have 
investigated the characteristics of virtual teams, which come with different leadership 
challenges compared to face-to-face teams. In other words, academics support the opinion 
that leaders cannot rely on their standard management toolkit to successfully manage virtual 
teams (Chordery et al., 2009; Köppel, 2009). Unfortunately, literature on virtual team 
leadership is very scarce (Powell et al., 2004) and currently, academia focuses on identifying 
and labelling terms in the virtual team area.  However, the literature there is on this topic 
supports multiple results from this study such as the fact that virtual teams indeed require true 
leadership in order to function properly (Hertel et al., 2005; Maruca and Egan, 1998) or that 
leaders should motivate the team members to develop norms, values and virtual procedures 
(Jarvenpaa and Leidner, 1999; Mesmer-Magnus et al., 2011; Lurey et al., 2001), build trust 
and unity (Kayworth and Leidner, 2000 and 2001) and that the focus of the leader should lie 
less on controlling and managing and more on developing relationships within his team 
(Zigurs, 2003). The interview partners agreed that a virtual team leader needs also to provide 
transparency in the team by communicating clear norms and expectations with regards to 
deadlines, roles and responsbilities – which is also supported in the studies of Cascio and 
Shurygailo (2003), Munkvold and Zigurs (2007), Furst et al. (2004) and Giuri et al. (2008).  
In fact, interview partners observed a better team performance due to an increase in 
information sharing, once transparency is reached in the virtual team. This is also supported 
by a study of Ahuja et al. (2003) who found that those team members who share more 
information perform better. Overall, results show that a transparency and clarity of team 
values, beliefs, role and responsibilities increases trust – which is absolutely required for 
virtual teams who are scattered around the globe with different home organisations, skills 
background and culures. In accordance with this, Lee-Kelley et al. (2004) and Kirkman et al. 
(2002) found in their study that members of virtual teams often feel isolated if these 
aforementioned aspects are not given.  
As seen in the example of the investigated EURO STOXX 50 company and by 
analysing the interviews, it became clear that a solid corporate culture has a very positive 
effect on virtual team leadership by influencing both the leader and the team directly and by 
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the reaction of the leader to the shift in behaviour of the team due to the corporate culture. 
This positive effect on virtual team leadership can be derived from the study of Nir et al. 
(2012) who found in their study that a corporate culture increases the likelihood of trust and 
knowledge sharing between partners and thus leads to an increase in performance of the 
organisation. This is also supported by Sathe (1983) and Kossler and Prestridge (2006) who 
suggest that a strong corporate culture is beneficial because shared beliefs improve 
communication and common values help increasing cooperation and commitment, which is 
the basis for successful projects – in form of face-to-face and especially in form of virtual 
teams. The fact that effective communication is one of the key characteristics of successful 
virtual teams was also expressed multiple times during the interviews of this study. In general, 
the results from this study show that corporate culture leads to a higher morale and motivation 
at work regardless whether it is the virtual team leader or a virtual team member, which is 
supported by Rashid et al. (2003). Also, it leads to a more reliable performance since 
employees follow the same set of values, beliefs and norms, as supported by Camerer and 
Vepsalainen (1988), Denison (1984) and Sørensen (2002). However, a common culture is no 
cure for miscommunication, yet it drastically decreases the dangers of it (Sathe, 1983). A 
same or similar corporate culture, especially its values, shapes the actions of the individual 
employees (Nacinovic, 2012) and simplifies the delegation of tasks (Aghion and Tirole, 
1997), communication (Al-Mutawah and Lee, 2008), decision making and coordination 
(Cremer, 1993) – all factors mentioned by the interview partners.  Current researchers argue 
that this is because corporate culture leads to a consistency of behaviour among the 
employees (Sørensen, 2002).  
The results from the main study show that a positive influence of corporate culture on 
virtual teams also has an influence on the virtual team leader. With the increase in trust, value 
and communication unity in the virtual team and the shift in focus from processes to people, 
the leader is able to delegate tasks and responsibilities more strongly than in traditional face-
to-face teams. This approach of sharing accountability and turning team members from 
consumers into participants puts the leader automatically more into a coaching function, 
rather than being the classic manager. This is also supported by the studies of Duarte and 
Snyder (2001) and Kayworth and Leidner (2001). Furthermore, trust and unity in the team  
are reinforced when the virtual team leader role models his behaviour in accordance with the 
values and norms of the corporate culture. 
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It is thus no wonder that this positive influence of corporate culture on organisations 
encourages more and more businesses to design and implement a powerful corporate culture 
into the organisation (Marshall and Adamic, 2010; Apfelthaler et al., 2002). In fact, the 
greater part of scientific literature in the area of organisational development has shown a 
strong link between the culture of an organisation and its performance (Mincu et al., 2010). 
For example, quantitative analyses from Gordon and DiTomaso (1992) and Burt et al. (1994) 
show that organisations with a strong corporate culture perform better than those with a weak 
one.  
To sum up, a powerful corporate culture has a tremendously positive effect on virtual 
teams and their leader. It simplifies collaboration through a unique set of values, norms and 
expectations, it increases transparency and trust, and focusses strongly on people development 
rather than on processes. Unfortunately, as explained throughout this dissertation, until today 
there are many firms expressing their frustration about mismanaged virtual teams. This study 
aims to support these practitioners and of course encourage academics to further investigate 
this topic and serve as a guiding light for this important topic. Also, this dissertation 
reinforces the fields of recognition, feedback, as well as the matrix situation as relevant 
elements of virtual teams. While an insight into these three elements was provided by this 
dissertation, they are again discussed in the “implications for further studies section” as they 
require additional focus by science.  
 
18.6.1 How this dissertation fits in the scientific pillars of virtual 
teaming 
Conflict management is a virtual team element that was barely touched in the pre- 
and main-study. This is particularly strange as literature mentions it as a hygiene factor in 
order to run an effective virtual team. While mentioning that emails and ineffective 
communication might lead to misunderstandings, the interview partners did not report of any 
open conflict situations and how they were resolved. Either literature gives it an excess of 
attention or virtual team leaders are not fully aware of conflicts in their team. In either case, 
this topic should be again covered by future research and communicated to the target 
audience. Furthermore, the interview partners rarely mentioned virtual training as a success 
factor. In comparison, literature stresses the importance of virtual training for both the 
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members and the leader. This is especially interesting to mention since the EURO STOXX 50 
company offers virtual team training in their standard training catalogue.  
During the coding of the interview transcriptions it became quickly evident that virtual 
team leaders pay a similar strong focus on communication and interaction as suggested by 
science. Effective collaboration was stated to be one of the major success factors. Trust 
received also an equal amount of focus with science and practice. Both suggest that trust is the 
enabler of effective communication, knowledge exchange and commitment and that 
establishing trust within the team should be on the top of every effective virtual leader's to do 
list. Knowledge management was reinforced by this dissertation to be an essential activity of 
virtual teams as suggested by science. Sharing documents and information, as well as keeping 
each other up to date and not withholding information prove to be success factors. National 
culture appears to have less relevance as portrayed by science. Yet the sample from the pre-
study appeared to have more conflicts and difficulties that can be traced back to cultural 
differences than the sample from the main-study. Maybe seniority and experience in an 
international setting might be the explaining factors. 
 
18.6.2 Additional elements from practice 
Recognition of the team members’ efforts is a topic that is covered very little by 
literature. In contrast, the interview partners stated often how important the recognition of the 
results is to the bonding to the team. As the work of virtual teams has less visibility than face-
to-face work within the organisational hierarchy, the interview partners shared feedback with 
the direct managers of their virtual team members.  
Also, one aspect mentioned by the interview partners is the fact they are in many cases 
not the direct managers of their virtual team. This matrix requires more focus by science, as 
naturally growing into a leadership position may prove to be a major hurdle and challenge for 
leaders. Having to do so in a virtual environment is another challenge on top. 
Feedback is something that science is still due to further investigate. Both the main- 
and pre-study showed that feedback, from the beginning of the formation process onwards, is 
essential. It helps to improve the interaction between the team members and helps to decrease 
the chances for conflict. Yet in order to give effective feedback, one must keep in mind the 
cultural differences in his team. 
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18.7 What remained open 
The interview guidelines were designed to capture all required information to respond 
to the objectives of this dissertation. However, interview partners struggled in identifying 
aspects that the corporate culture failed to penetrate. While several answers shed some light 
into this topic, the collected data is not sufficient to develop clear arguments in this area. 
Therefore, it is still rather unclear which behaviour of the leader and the members remains 
untouched. This is relevant information for practice who would want to introduce alternative 
measures to corporate culture in these areas. 
Even though it was not necessarily in focus of the study, this dissertation touched 
several success factors of a corporate culture rollout. However, the collected and presented 
data is not sufficient to provide deep insight into this topic nor does it allow for the 
development best practices in the area of rolling out a corporate culture. Also, the specific 
journey the team members took during their shift in behaviour remains subject to future 
research. 
This dissertation captured the views of virtual leaders and their sub-team leaders 
where possible. Yet, it would be worth investigating on a large basis how the virtual team 
members perceived the shift in behaviour of their leaders. Maybe they observed less or no 
changes. This investigation would give a more complete picture. 
 
18.8 Limitations of the study 
Even though this dissertation resulted in relevant and new findings, there are several 
limitations that need to be mentioned. 
The first and most obvious limitation of this study is that the data for the main-study 
was gathered from one large organisation only. Here a decision was made between touching 
several organisations on the surface or analysing one in depth, with a decision for the latter. 
Therefore, transferring the results to other industries and companies should be done with mild 
caution. Via the pre-study and the later focus groups input from additional companies was 
gathered in an attempt to decrease the overall subjectivity of the study. The pre-study covered 
eight companies and the focus groups nine companies, accounting for eighteen companies in 
total for the entire study. In total, this study gathered detailed experiences and knowledge 
from over forty experts from different industries. These cover consulting, auditing, banking, 
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logistics and manufacturing. At this point it must be stressed again that the majority of studies 
utilises university students as their sample that are very likely to be able to only provide 
limited information and experiences. Also, the quality and richness of the gathered 
information shows the commitment of this dissertation's sample to contribute to shed more 
light into virtual teaming. 
The main-study's test subject is from one specific industry with more than 100.000 
employees worldwide. Thus, not all results may apply to other industries and company sizes. 
Second, only very experienced virtual team leaders were part of the research sample of the 
main-study. However, which methods, processes, tools or behaviours are favoured by junior 
or ineffective leaders who most probably account for a high percentage in practice is not 
answered. For example, how does an experienced virtual team member react to being poorly 
led? Third, the interview partners are mostly organisationally based in western cultures such 
as USA, Germany, United Kingdom, and Belgium with a few representatives from Asia 
Pacific. Interview partners from other cultural groups are not represented. This might limit the 
applicability to western cultures. Yet given its limitations, this dissertation aims to act as a 
vital step in supporting the understanding of virtual teams and their leaders. It also gives 
science a platform for future avenues to pursue which will be discussed in the following 
chapter. Future studies should also verify the findings for other industries and company sizes.  
 
18.9 Implications for further studies 
This dissertation is to be seen as a door opener to a new field of research bridging 
corporate culture and virtual team leadership. While shedding more light into the field of 
virtual teams it obviously did not manage to close all the gaps of virtual teaming. In fact, it 
uncovered even additional fields of research that require urgent attention. This chapter now 
aims to provide an overview of specific research directions to encourage a more complete 
understanding of virtual teams and their leaders. The implications for further research stem 
from several sources. The first one is the literature review which gave great insight into the 
current scientific landscape of virtual teams. The second one is the pre- and main-study which 
can again be split up into two sub-sources each. One is the actual findings. On top, every 
interview partner was asked for information that would be of benefit to him personally as a 
virtual team leader. Third, the limitations of this study provide several paths to follow. Fourth, 
the author feels free to humbly suggest additional relevant research topics.  
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18.9.1 Literature 
Science on virtual teams is unfortunately strongly based on a laboratory setting, using 
university students as research samples. This dissertation uncovered a large delta between 
how science believes virtual teams function and how they are run in practice. Hence, it can be 
doubted if all the results from a laboratory can be generalised and extended to practice. 
Consequently, the recommendation is to leave the sterile research setting. Additionally, the 
literature review revealed that science started to explain virtual team elements and success 
factors which are already known and established in practice since ten to twenty years. This is 
supported by Köppel (2007). In order to pick up speed, one recommendation is to explore 
applied virtual team leadership techniques, styles and tools.  
This study has already given insight into specific tools, techniques, challenges and 
needs of virtual team leaders. Yet it is highly likely that different industries and companies 
have an additional set of virtual best practices. Science may therefore choose to explore 
virtual teams with a focus on company sizes and industries. For example, the pre-study 
revealed that physical presence is still state-of-the art in the consulting industry, whereas 
virtual teaming is very common in the IT industry. Also, there is virtually no research on 
virtual teams within medium-sized companies and limited research on governmental 
institutions. Here science may facilitate and trigger the spreading of knowledge between the 
industries and company sizes and help to build powerful hybrids. Industries that received little 
attention so far include consulting, engineering, pharmaceuticals, chemistry and medical care.  
 What are the virtual lessons learned from consulting or engineering projects, drug 
development and patient treatments for virtual leaders? 
 Identification of effective tools and success factors from a variety of industries and 
settings. What makes the tools effective in their respective industry? 
Furthermore, while it is tempting, virtual teams should be explored while refraining 
from comparing them to the face-to-face environment. This is because contrasting them to 
this traditional physical setup will result in an incomplete and biased picture.  
There is still a strong fragmentation of research findings. While this dissertation 
attempted to provide a summary of literature based on the people, process, technology 
framework in order to suit the perspective of leadership, future research on the connections 
between these three pillars and their content will add great value to the research field. 
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Moreover, the big picture needs to be developed in order to identify and explain contradicting 
findings which are rather common in virtual team literature. 
 
18.9.2 Empirical study 
So far, the effects of a global corporate culture are not known for different settings and 
industries besides the one if this study and should be transferred with caution. Hence, 
subsequent research needs to explore the obtained results for other industries, settings and 
company sizes. Moreover, future studies can explore the applicability of the practical model 
developed during this dissertation and further modify it to further suit the needs of virtual 
team leaders. Furthermore, this dissertation uncovered three additional elements of virtual 
teams and virtual team leadership: recognition for success within the organisation, the matrix 
and feedback. Further studies should aim to quickly pursue these three fields in order for 
science to make yet another step towards a holistic understanding of virtual teams. 
 Sample research questions might include: 
Feedback 
 How to provide effective feedback to virtual team members? 
 How to stimulate feedback between the virtual team members? 
 
Matrix situation 
 What are the success factors of leading virtually in a matrix? 
 How to become naturally accepted as the virtual leader in a matrix situation?  
 Virtual leadership in a matrix situation: How to motivate team members who have little 
benefit from the success of the virtual team? How to motivate virtual team members who 
are not your direct reports? 
 How to enable a virtual team leader? 
 What should be the duties of the direct manager of a virtual team leader? How can he 
support? 
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Recognition 
 What are the processes, tools and methods available to recognise the results of a virtual 
team within the organisation?  
 
The following directions for research are the essence of the fields of interest the interview 
partners mentioned during the interviews: 
 How to measure successful virtual team collaboration? 
 How does the virtual workplace of the future look like? 
 Is virtual teaming the most efficient response to the needs of organisations? What are the 
alternatives? 
 What is the correlation between the degree of virtual teaming and the success of an 
organisation? 
 How to rollout and sustain a global corporate culture within an organisation? 
 
18.9.3 Implications derived from the limitations of this study 
As discussed in the previous chapter. Science might see value in verifying the findings 
for other sectors and company sizes. As most probably not all virtual teams are led by 
experienced and effective virtual leaders science might also investigate how junior and 
ineffective leaders run virtual teams. The reactions from the team members coupled with the 
impact on performance could be of value both to science and practice. 
 
18.9.4 Recommendations by the author 
 During the course of the dissertation the author identified additional relevant research 
topics. 
 What motivates virtual team leaders? 
 How can the line management of the organisation support virtual teams? 
 What role does seniority play in the performance and needs of virtual team members? 
 Development of KPIs to measure the quality of the collaboration within virtual teams. 
 What are the best practices for setting up a virtual team? What is the optimal content of a 
kick-off workshop? 
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19  Conclusion 
In an attempt to investigate the influence of a global corporate culture on the 
leadership of virtual teams, it has been revealed that leaders shift from a command and control 
style over to a collaborative and coaching style when a global corporate culture is rolled out: 
“The role changed from being very administrative and very directional to being more of a 
coaching role and leadership by coaching rather than leadership by giving instructions.” 
With the introduction of a global corporate culture collaboration between the members 
improved, positively impacting the quality of the team's results. Quite surprisingly, a large 
change was the reaction of the leaders to the shift in behaviour of their team members. In 
direct comparison the direct impact of the corporate culture was slightly lower. This 
dissertation hopefully managed to expand existing literature both by deepening and 
broadening the understanding of virtual teaming. It also reinforces that “soft factors” like 
corporate culture do in fact have a positive effect on the performance of individuals and 
consequently team results.  
Virtual teaming will remain one of the top leadership challenges in the future and will 
require steady attention by science. Besides aiding science to shed light into virtual teaming, 
this dissertation humbly attempts to inspire leaders of organisations in the ways they deal with 
virtual teaming and global corporate culture. The combination of the state-of literature, the 
state-of-practice and the leadership model will hopefully provide sufficient information and 
motivation to inspire a shift in behaviour towards becoming an effective virtual team leader. 
.  
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20 The 10 principles of effective virtual 
leadership  
20.1 Model and core philosophy 
“I think in a virtual context, it makes the leader's job much more difficult to bridge 
different personalities, different time zones, different perspectives. It just 
 becomes much more challenging to lead, in general. The objective for  
these virtual teams is to get employees’ contributions and perspectives  
and at the end of the day you have to get the work done, so if the  
leader is not able to get the people to work together effectively, 
 it’s going to show.” (Interview partner of main-study) 
 
  
 
 
 
 
 
 
 
 
 
 
 
Figure 15 Leadership model 
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The following ten principle model is a combination of effective methods, tools and 
skills in leading virtual teams. The input is provided by the 33 interviews with experienced 
team leaders and the three focus groups of this dissertation. It is consequently an empirically 
grounded leadership model. It unites the attitudes, habits, skills, behaviours and tools that turn 
the participants of this study into effective and successful virtual leaders. Following the theme 
of this dissertation, the model uses corporate culture as a catalyst as an effective mean to 
develop the behaviour of people and to unite them into a common direction: “It influences a 
team, if there is a common or core centre of values, that we all know or we are all aware of. 
And as we operate through the team we are following those values, because we all know what 
they mean. It helps the team to harmonize its direction.” In order to trigger a sustainable 
development of both the leader and the team this model focuses specifically on people rather 
than processes and tools. As reflected by the interview results, people have a tendency to 
change and develop more sustainably when their needs and motivations are taken into 
consideration. Hence, this model is built on the following pillars: 
 Role modelling behaviour / lead by example 
 Establishment of trust 
 Clear accountability 
 Turning observers into participants 
 Accept, adopt and sustain a change in behaviour 
Developing leadership skills and adapting one’s behaviour requires time and 
dedication. The author encourages keeping a journal with specific to-dos and milestones to 
keep track of one’s development. Furthermore, this journal should be kept up to date with 
lessons learned, observations, feedback and successes. This process should be preferably 
guided and accompanied by a coach with a genuine interest in one's development. This coach 
can e.g. be an experienced and trusted colleague or an assigned mentor. 
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For the purpose of this model, we differentiate the following way between managing 
and leading a virtual team: 
Management Leadership 
Focus on making decisions, delegating and 
controlling results 
Focus on motivation, active listening, 
recognition, appreciation and trust 
Achieving results by being process and 
structure oriented 
Achieving results by being people focused 
Managers have direct reports Leaders have followers 
Table 21 Difference between management and leadership 
 
The content of this model is derived from the results of both the interviews and the 
focus groups. The following table shows a brief overview of the individual source of content: 
 Source of content 
Quote Original quote from the interviews 
Challenge Interpretation of the interview results by the author coupled with direct 
experiences of the interview partners 
Explanation Interpretation of the interview results by the author coupled with direct 
experiences of the interview partners 
To-dos Personal recommendations of the author based on the interview results 
Table 22 Individual sources 
 
Science and practice have different perspectives on the quality of results and what is 
perceived as relevant. Science focuses on rigorous methodology, theory based on facts as well 
as conclusions with strong arguments. It is keen to understand why things work the way they 
do. Practice, on the other hand, shows more interest in fast and actionable to-dos and effective 
results. Proof of content and valid methodology are not essential, as long as "it works". 
Practice is interested in how things can be done and what the results will be. This leadership 
model humbly aims to close the gap between the two parties by forming a hybrid. It does so 
by providing detailed and actionable to-dos based on high quality data, while at the same time 
explaining "why" they are relevant and effective in order to allow deep understanding.  
In a virtual environment leaders need to consider different personalities, time zones, 
geographic distances and points of view, thereby being exposed to a variety of challenges 
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uncommon in the face-to-face environment. If the leader is unable to unite all members into 
one team and stimulate effective collaboration this deficit will most likely be reflected in the 
quality of the results. Given that the objective of a virtual team is in fact to unite perspectives 
and experiences from a variety of experts into one pool in order to achieve a common task, 
this failure is especially harmful. An effective virtual team leader can be seen as a coach, 
meaning that he does not necessarily require profound subject knowledge in every single 
focus area but is aware of who knows what. It is then his task to manage the common values 
and stimulate collaboration between the team members. Instead of being part of every 
meeting and content discussions he should hand over accountability to the individual team 
members who then manage their tasks and time independently. 
The model comprises ten principles in a logical sequence. These principles are to 
guide the step by step development of both the leader and the team members to ensure a 
sustainable and natural development.  
 
20.2 Phase 1- Develop yourself 
“Changing your style is not a switch where you can just flip the switch and say  
'today I'm going to have a new style.'” (Interview partner of main-study) 
 
One philosophy underlying this model is that before becoming effective in ones 
interactions with others, one must first develop the right attitude and skill-set. Before being 
able to lead and develop virtual team members one must therefore first develop oneself. 
Quite interestingly, the majority of managers consider themselves effective, not taking 
into consideration that this vision might by partially blurred by experience, a feeling of 
superiority and the fear of losing one's face. Unfortunately, if the leader decides to remain 
stationary and to refrain from admitting to areas for improvement he will be blind to the 
feedback he receives through the daily reactions of his environment, thereby putting his 
development on hold. 
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20.2.1 Principle #1 – Self-reflection 
 “As a leader you need to be a credible leader, yes, because there are a lot of people 
who just talk, talk, talk…”“And also, you know, most of the time people are too  
busy and they don't watch their behaviours.” (Interview partners of main-study) 
 
Key message: Every development process starts with a reflection of one's behaviour 
and actions. This reflection sheds light into areas of improvement and strengths to be further 
developed. It hence provides the leader with a symbolic longitude and latitude, allowing the 
definition of the starting point and destination of the journey.  
Challenge: Initial self-reflection can be painful for several reasons. It requires both 
junior and senior leaders to leave their comfort zone by collecting and accepting feedback of 
third parties. Some might try to avoid the confrontation with the opinion of others, sensing a 
gap in their perception and the perception of others. Also, junior leaders have the tendency to 
be results- and process-oriented, neglecting their own behaviour over long periods of time. 
However, self-reflection is the basis for a successful development towards becoming an 
effective leader.  
Also, it is common for developing leaders to believe that their actions and behaviour is 
effective while paying limited attention to the opinion and perceptions of third parties. This 
will make junior leaders slow down their development process.  
Explanation: A great number of virtual leaders invest large proportions of their time 
in their daily or project business fire-fighting and administrating. This leaves them in a 
position in which they can rarely take the time to sit back and reflect, thereby often neglecting 
their own behaviours. However, a virtual team leader starts the journey towards becoming 
effective by taking the time to self-reflect. This step is essential because neither role 
modelling nor providing genuine and sincere feedback can be realised without credibly living 
virtuous values and portraying them in the personal behaviour. In fact, behaviours of team 
members cannot be expected if not credibly lived by the team leader himself. The basic 
reason is that what goes around comes around. For example, when a virtual team leader 
makes an obvious mistake (repetitively) it shows maturity as a leader to admit and reflect on 
it. While this requires a certain degree of courage and self-esteem, covering up an obvious 
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mistake such as a false decision will severely harm the reputation and trustworthiness of the 
leader. 
The actual reflection is sparked by understanding that leadership is a development 
process that requires time and steady attention. Once the virtual leader has opened up and 
accepted this, he should start to seek information about his behaviour. The most effective 
method is a “360° feedback” in which anonymous feedback from the direct managers, clients, 
suppliers, and colleagues is collected. Other methods include asking one's team members 
individually after meetings, and by planning in time for a quick feedback session at the end of 
a meeting. The acquired information and the self-perception should then be compared. This 
provides the longitude and latitude for the starting point of the journey. In the next step one 
should then compare his actual behaviour with the corporate values. In the absence of 
corporate values one can refer to other virtuous behaviour as shared by the interview partners 
and found in principle #2. Next, a development plan is to be designed. This process needs to 
be aligned with the corporate values, reflecting on how well each value is lived and where 
there is room for improvement. It covers areas for improvement and strengths to be further 
developed. If no mentor is made available by the organisation, it is highly recommended that 
the virtual leader actively seeks support of an experienced virtual leader himself.  
Involving your team in the reflection progress is also possible and recommended. On a 
frequent basis the team leader should schedule 1:1 meetings with his fellow team members 
and ask for genuine and honest feedback. Here, it is important to show gratitude to the team 
members and to ensure that they feel comfortable while giving feedback. During and after the 
feedback process the leader should refrain from commenting on the feedback and to engage in 
a dispute. He should rather invest time in reflecting on what behaviour made the feedback 
giver form his opinion. 
To-do:  
1. Your starting point: Initiate a 360° Feedback and discuss the results with a senior 
virtual team leader or your mentor. Keep in mind that face-to-face leadership differs 
from virtual leadership.  
2. You may also want to approach senior virtual leaders and discuss the behaviour that 
makes them effective. Reflect with them on their leadership style, behaviours and 
tools. 
169 
The influence of a corporate culture on the leadership of virtual teams 
3. Your destination: Reflect on the corporate values and your behaviour. Outline your 
areas for improvement and strengths to be further developed.  
4. Schedule 1:1 meetings with virtual team members you trust with a frequency of your 
preference (recommendation once per trimester) and ask them for genuine feedback on 
your performance as a virtual leader. You may also choose to use the available 
technological infrastructure to gather feedback anonymously.  
 
 
20.2.2 Principle #2 – Your attitude and your habits 
Principle #2 is split up into two phases namely your attitude and your habits. This is 
because attitude directly influences your traits, behaviour or your habits. 
 
20.2.2.1 Your attitude 
 “Showing presence without being present” (Interview partner of pre-study) 
 
Key message: If you assume the attitude of command and control, your entire team 
will only be able to reach a limited performance level which is dictated by you. You are the 
limitation of the team's performance. Yet it is your virtual team members who are the most 
valuable resources in your portfolio. When you shift focus on building relationships with the 
team members and strengthening collaboration, while sharing accountability with the team, 
you will notice that the team will become more than the sum of its parts. The right attitude is 
the key that opens the door to effective virtual team leadership. 
Challenge: While altering processes, structures and infrastructures are rather easy to 
accomplish, changing your attitude requires time and dedication. Your attitude was probably 
manifested by countless events and experiences in your past. Yet these events and experiences 
might have blurred your vision over time. For example, given the matrix you will most likely 
be situated in, keep in mind that in order for you to become fully accepted you will have to 
naturally grow into a leadership position regardless of your seniority or status within the 
organisation. You will do so by showing the attitude of an effective leader while eliminating 
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your command and control habits. Entering the virtual arena with a poor attitude towards your 
team will soon show consequences.  
Explanation: In essence, managers focus on making decisions, delegating tasks and 
controlling their team’s results. They are results-, process- and structure- oriented. They have 
direct reports. Leaders on the other hand, while keeping the final result in mind, focus on 
motivation, active listening, collaboration, appreciation, and trust. They are people-oriented 
and therefore have followers.  
In virtual teaming a command and control attitude provides the leader with a 
subjective safety and a sensation of being on top of things. However, as he assumes or 
maintains this very attitude he eventually becomes the centre of the team resulting in lower 
overall team performance. This is because there will be less interaction between the individual 
team members leading to lower knowledge transfer and a decrease in trust and collaboration. 
In a virtual setting this has an even stronger impact than in a face-to-face environment since a 
lack of trust and sympathy raise the inhibition threshold of making a phone call or starting a 
videoconference, thereby killing effective communication. To conclude this, by being the 
centre of the team, the entire team turns into the sum of their parts and the peak performance 
is limited by their leader.  
As virtual teams are composed of specialists to solve a particular issue, it is 
contradicting to assume that they are not able to collaborate effectively. It should be hence the 
task of the leader to invest initial effort in establishing trust within the group and 
strengthening communication. Especially in a virtual team the leader must often face a matrix 
situation, meaning that the team members are not his direct reports and sometimes even 
situated higher in the organisational hierarchy. In all scenarios the leader should aim at 
naturally growing into a leadership position if he desires acceptance from the team. This shift 
from being a manager or administrator towards becoming an inspiring and effective leader 
takes time. Most probably results of your shift in attitude are not immediately visible in the 
behaviour of your team because also your team members require time to adapt to your new 
style. In the beginning, they might not want to accept more responsibility or they might 
require some time to become independent, until they make their own decisions and develop a 
sensation of accountability. These are natural situations that occur during the change process. 
Be sure to provide your team with continuous feedback during this period and remind them of 
the values of the company, and that good behaviour does not go unnoticed.  
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Your attitude should mirror the elements of the corporate values. This will strengthen 
you as a credible role model and increase the acceptance of being a leader of the organisation.  
Getting to know the person behind the project title and sustaining this interpersonal 
relationship is a vital trait of a virtual leader. A virtual leader should also be able to sense if 
the emotional distance starts to increase since the last physical meeting. If the budget allows 
for travel the leader should not hesitate and invest time and resources in refreshing the 
relationship with his team members. 
To-dos: 
 In your journal, draw a landscape of your current leadership style and its 
elements. Contrast it with the elements portrayed in the ten traits, highlighting 
room for improvement and your strengths. 
 Plan for a moment after each virtual meeting to reflect your attitude towards 
your team. Recall the faced situations and reflect how to enhance your 
leadership attitude for future encounters with your team -  what do the 
reactions of your team members tell you? 
 If provided by the organisation, the leader may chose the actively approach his 
direct manager and request participation in several training that help him 
develop his feeling for virtual teaming and subsequently his attitude. Highly 
recommended trainings include leading virtual teams, leading in a matrix, 
intercultural training, and communication for leaders. 
 
20.2.2.2 Your habits 
Key message: Recurring positive, inspiring, and virtuous habits will be noticed by 
those around you, reinforcing you as the leader of the team. 
Challenge: Gathering the right habits and authentically absorbing them into your daily 
virtual behaviour is not an easy task. This is because habits require steady attention and 
investments of time in order to develop and to stick in the long-run. However, if they do not 
come naturally to you, your team members will notice. The habits are to be aligned with the 
elements of the corporate culture and are influenced by your attitude.  
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Explanation: It is a common custom of organisations to select leaders based on their 
technical and business skills. Soft factors such as empathy and speech are often neglected 
during the selection process. However, the interview partners agree that honesty, openness, 
advanced English and communication skills, the ability to speak more than one language, and 
awareness for different cultures are essential features of an effective virtual leader. He should 
also be able to set the course and direction of the team, while keeping calm and collected 
when things do not go according to plan. A virtual team leader should possess the habit of 
being absolutely clear about what he requires and desires from his team. He has to be clear on 
his expectations, needs, challenges, and objectives. These he needs to communicate clearly to 
his team in the early beginning of the formation phase.  
An effective virtual team leader is a strong communicator who is open, honest and 
timely in the information he provides to his team. In the case of an approaching information 
overload he scans the pool of information before he forwards the relevant facts to his team. 
Still, he does not withhold or censor information at the same time. He offers a helping hand 
where necessary and gives clear directions. He stimulates the exchange of information 
between the team members despite of the physical distance. 
 
Here is a selection of virtuous habits an effective virtual team leader is ought to have: 
Stop Start Examples 
Be the participant with the most air 
time, giving orders and delegating 
tasks during meetings. 
Involve your team members during 
meetings and softly activate quiet 
participants. Over time, reduce your 
air time during meetings. 
Promote your team members to prepare the 
agenda, pass on the ownership of topics 
and let the experts talk. 
Your weekly meeting is the only time 
you allow communication. 
Encourage communication within 
your team besides the weekly 
meetings. Be careful though to 
ensure that all team members are on 
the same page.  
Provide a technology platform, recommend 
after-calls after your team meetings, and 
role model virtual interaction. 
No feedback to your team members 
means that they are doing a good job.  
Give both positive and negative, yet 
always constructive feedback. 
Encourage and promote 
constructive feedback within the 
group. 
Introduce a feedback round after meetings 
for the team to reflect on how well this 
meeting went or how the corporate values 
were lived 
Pass on the pressure and your 
nervousness to your team. 
Keep calm and collected. Show your team that you are on top of 
things by reflecting calmness in your 
speech and vocabulary.  
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Let team members talk without giving 
them a sensation that they are being 
heard. 
Listen actively. Summarise conversations to show your 
appreciation and ask questions to further 
strengthen your understanding. Encourage 
other team members to ask and answer. 
Try to push all topics into one call, 
budgeting little time for questions and 
discussions. Assume that everyone is 
on the same page. 
Plan in sufficient time during 
meetings by gradually lowering 
your personal air time. 
Have individual pre- and after-calls to 
make sure that everyone is on the same 
page. 
Start a meeting with colleagues 
attending for the first time without 
letting the other participants know that 
someone new is in the call. 
Introduce people new to the 
meeting and involve them during 
the call. 
Budget a few minutes in the beginning of 
the call to introduce the new colleague with 
his background, expertise and why he is on 
the team. Give him a few minutes to say a 
few words about himself. 
Jump from one milestone to the other 
without fulfilling basic human needs: 
appreciation, and a clap on the 
shoulder. 
Communicate the success of your 
team within the organisation. 
Provide regular feedback to the direct 
managers of your team and communicate 
their individual success and the one of the 
team. Use line managers’ meetings to share 
the success story within the organisation 
and increase transparency for your 
individual team members. 
Promise unrealistic deliverables and 
push the blame and accountability over 
to others. Make sure that others take 
the blame for your mistakes. 
Be accountable for your words and 
actions. 
Show integrity and walk the talk. Admit 
mistakes were appropriate. It is simple. 
Demand specific behaviours of your 
team members that you clearly do not 
follow yourself. 
Act as a role model for the 
corporate values. 
Reflect on your own behaviour and 
actively show and strengthen your personal 
behaviour that reflects the corporate values 
and effective collaboration. 
Share the minimum amount of 
communication to leave your team in 
the dark. Foster speculation. 
Communicate openly and honestly. Share information from other meetings or 
the line organisation. 
Delegate tasks and be very specific 
about the steps, actions and 
deliverables each team member should 
take. Leave no room for individual 
approaches and procedures. 
Create a vision and unite your team 
towards a common goal, guiding 
their approaches and procedures 
along an agreed code-of-conduct. 
Agree on the quality and focus of the 
deliverables 
Agree on milestones and a code-of-conduct 
Define interfaces and dependencies. 
Assume that all employees share the 
same behaviour and values as you do. 
Raise your awareness for 
intercultural differences. Learn 
about and appreciate other cultures. 
Plan in time for after or during meetings to 
reflect with your team members on cultural 
similarities and differences 
Participate in intercultural trainings that do 
not stress stereotypes. 
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Speak fast, unclearly with high-level 
vocabulary to ensure mis-
understandings and to undermine your 
position as the right leader. 
Remember during calls that there 
might be background noises or a 
poor connection. Speak clearer and 
slower than in a face-to-face 
surrounding. Remember that your 
team members can only know what 
they hear and understand. 
If English is not your first language 
consider language classes. 
Gather feedback on the quality of your 
speech and improve your pronunciation 
and vocabulary. 
Your team members are the necessary 
evil and instrument to fulfil your 
objectives. 
Appreciate your team members. Develop your team members by providing 
feedback and stimulating tasks. 
Table 23 Virtuous habits an effective virtual team leader  
  
To-do:  
1. Build a behaviour landscape in combination with the results of principle #1 in 
line with the corporate values. Then build an action plan comprising trainings, 
development activities, and your KPIs on a SMART goal basis. 
 
 Start Example Stop Example 
Habit 1 … … … … 
Habit 2 … … … … 
Habit 3 … … … … 
Habit 4 … … … … 
Habit 5 … … … … 
Table 24 Start and stop habits 
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20.2.3 Principle #3 – Role modelling 
 “Words need to be backed up by actions.” (Interview partner of main-study) 
and 
 "What goes around comes around" (translation). (Interview partner of main-study) 
 
Key message: Team members naturally look for guidance in their leaders and mirror 
their behaviour. Yet many leaders are still in the process of fully understanding the impact of 
their personal behaviour on their team members. When authentically lived, role modelling can 
be a strong and effective way of positively influencing the behaviour of the team. In essence, 
role modelling helps to strengthen the credibility and acceptance of the leader and results in 
developing a natural authority without being authoritarian. 
Challenge: While organisations commenced the shift from managing to leading 
teams, many leaders still fail to understand the significance of their personal behaviour and 
the spotlight they are truly in. The classic belief that leaders enjoy a privilege when it comes 
to behaviour still remains in many mind-sets. Leaders arriving late and unprepared to calls is 
disliked by the team but commonly accepted. However, one cannot ask for or cultivate 
virtuous behaviours of team members which one does not live himself.  
Explanation: Every leader should aspire to become a role model for his team because 
it his responsibility as a leader of an organisation. Without role modelling, an organisation 
will most probably not be able to successfully rollout and maintain a strong corporate culture. 
However, it is not sufficient to be knowledgeable in the area of positive habits and 
behaviours. One must go a step further and make them an integral part of the daily routines. 
For that reason a leader must walk the talk, meaning that his words are backed up by actions 
and corresponding behaviours. This includes reflecting the corporate values both during major 
decision making processes as well as during small team meetings.  
Still, many leaders are not aware of the spotlight they are in and pay relatively little 
attention to their behaviour while they are caught up in their daily business. In order for a 
virtual team leader to genuinely role model the values comprised in the corporate culture, he 
must first reflect on his personal behaviour as explained in principle #1. Concrete examples 
on positive virtual leader habits can be found in principle #2 – your habits. In combination 
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with principle #2, this very list functions as a checklist a virtual leader may use for guidance 
and to assess the quality of his virtual behaviour. Hint: even what some leaders may consider 
as something too small to be noticed is likely to be seen and felt by team members. For 
example, team members notice very quickly if the leader arrives punctually and prepared for 
meetings. Also, when protocols as are sent out afterwards and stored at a central, easy to 
access location it does not go unnoticed. In this example, virtual team leaders sense that the 
team leader deliberately choses to invest his time into the team. This appreciation, respect and 
disciplined work style is noticed by team members and will gradually flow into their 
individual behaviour over time.  
When a leader asks for certain behaviours which he does not live himself, team 
members will notice and interpret this circumstance as a lack of integrity. For example, 
arriving late and unprepared to calls or not paying attention to a conversation is noted by the 
team members, resulting in a loss of trust. Also it is likely to lead to less enthusiasm to 
comply with the code of conduct and lower the commitment to the team. This mixed message 
sent by the leader will also confuse the team and eventually lead to an environment in which 
negative behaviour is accepted and good behaviour goes unnoticed. Nevertheless, in today’s 
businesses it is still widespread that managers are allowed to arrive late for meetings or to not 
walk the talk. At the same time they wonder why team members are not really willing to 
accept feedback from them.  
Due to the physical distance virtual teams require large portions of trust in order to 
become efficient and productive. This is because virtual teaming does not allow for frequent 
physical get-togethers to monitor performance. Here the leader can build trust by actively role 
modelling the company values. This transparency in behaviour gradually leads to the 
establishment of trust as team members can safely follow their leader without unpleasant 
fluctuations in his behaviour.  
If the leader suddenly discontinues to role model, (stops sponsoring and pursuing 
topics or not involving team members in the decision process) this will have a strong negative 
impact on the atmosphere in the team leading to a drop of performance. Members will 
increase the distance to the team and lower their commitment when they see that the leader 
discontinues contributing the way he did before. 
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To-do:  
 Consider the behaviours you expect of your team members and note them in 
your journal. For each individual behaviour you collected, write down 
situations in which you role modelled the individual behaviours. Then think 
about situations in which you failed to role model the individual behaviours. 
For both scenarios reflect on the effects this had on your team members. 
 Consider the habits from principle #2 and the values of your corporate culture. 
Take the time to note down situations in which you showed and failed to show 
the habits in principle #2. Pay closer attention during and before meetings to 
your own behaviour and actions. After each encounter with your team 
members take a moment to think about how well you role modelled the 
behaviours.  
 Finally, observe your team members over time and identify their shift in 
behaviour as a result of your personal development. 
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20.3 Phase 2 – Develop your team members 
“Well, changing behaviour is one of the most challenging things people can do. You 
learn with your behaviour, you learn with how you talk, how you say no, now I'm  
telling you to change that. It's not that easy, especially if people have been doing 
 the same thing the same way for 20+ years and now you're asking them to  
change. Yes they will, but it will take time…” (Interview partner of main-study)  
and  
“You can’t just tell people to think differently, you have to think about behaviours  
you want to encourage and discourage.” (Interview partner of main-study) 
 
Once one acquired the necessary attitude and set of skills, one is in the position to 
authentically initiate the development of his team's behaviour. One must then go with the 
notions of role modelling, establishment of trust, feedback and clear accountability while 
eliminating the thought that sustainable behaviour can be forced onto the team. This will turn 
observers into participants and the team will gradually accept, adopt and sustain a change in 
behaviour. It is essential during this phase to demonstrate a sharp and fast perception while 
refraining from quick judgements at the same time.  
 
20.3.1 Principle #4 – Raise awareness for virtual teaming 
 “You don’t sense the mood in the office. That goes in all directions. You can have a 
bad day in whatever sense, when you come in the office people will see you’re  
having a bad day and take that into account, but in a virtual team 
 you can forget it.” (Interview partner of main-study) 
 
Key message: An effective virtual leader must gradually learn to communicate with 
the absence of visual cues while developing strong antennas to be able to sense the mood in 
the team. Of course, the same goes for the team members. Virtual teaming requires your team 
to develop a way of collaborating that differs from the traditional on-site teamwork in order to 
be effective and productive. 
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Challenge: Especially those team members new to virtual teaming may remain 
passive during videoconferences or calls as they feel uneasy being exposed to this 
environment. This results in a lower knowledge transfer and slower development of a team 
sensation. However, there are also members who immediately feel comfortable while sticking 
to their on-site collaboration style. While these members perceive themselves as strong 
collaborators, they commit classic mistakes such as e.g. nodding during teleconferences to 
show agreement, leaving their office in the evening without ensuring that the colleagues in 
other time zones have all the information they require, or contributing during a teleconference 
without stating their name so that others are left in the dark not knowing who is talking. All 
scenarios result in poor collaboration and slower development of trust. In practice, both types 
of members may be present in your team. 
Explanation: In a face-to-face environment you will notice immediately when one 
member has a bad day and take this into consideration. In a virtual setting however, this 
cannot be so easily achieved. This is due to the limitations that come with the use of 
communication technology such as the absence of visual cues or the tone in the voice. Also, 
geographic distance and cultural differences are factors to consider. These cover bad 
connectivity due to long distances, time zones, different communication patterns, and 
different organisational belongingness. Virtual teaming therefore requires a specific approach 
to collaboration. Team members need to take initiative, be self-motivating, be able to work 
alone, and take responsibility for their results. As other members of the team can most 
probably not judge the actions of others but only see their results, one needs to be strongly 
accountable for one’s results, too. With the most popular platforms being calls and email, one 
has to pay more attention to what one communicates than in a face-to-face environment. This 
is because written words and phone calls may have the tendency to lead to misunderstandings 
due to missing body language. In essence, virtual teaming requires strong personal leadership 
from the team members. However, there are also employees who prefer a structured and 
location based team environment. Others are not self-starting or motivating. In both cases a 
virtual team might not be the right place for the person to be. Also, quiet or less dominant 
members might be pushed to the background and out of sight. It is therefore the responsibility 
of the leader to raise awareness for virtual teaming and support his team in developing the 
required virtual collaboration skills. This process requires time. 
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Difference face-to-face and virtual teaming Advice 
Other team members might not be able to 
proceed without your input. 
- Leaving the office without sharing vital 
information might result in other team members 
having to wait for an entire day due to time 
zones differences before they can proceed.  
At the end of the working day, reflect and 
ask if other members require your input 
before leaving your office. 
Conference calls often hold background noise 
impacting comprehension. 
- Using a conference call device with several 
participants physically situated in one room 
causes a significant level of background noises. 
One option is to press the mute button 
when you are not talking. However, this 
requires some practice as one might start 
talking while still being muted. 
Another way is to talk slower and towards 
the microphone, asking after your air time 
if there are comprehension questions. 
It is hard to identify who is talking. 
- With a poor connection or a large number of 
participants who are unfamiliar with each other 
it is hard to identify who is talking. 
Consequently it becomes challenging to follow 
the content and direction of the conversation. 
Before members are familiar with each 
other’s voices you might start your 
statement by “This is James speaking…” 
Participants might not know who is in the call. 
 
Say your name when you join a call. 
As the leader, start the actual meeting by 
saying who is in the call and what their 
role is. 
Absence of visual cues. 
- Participants nod to show understanding or look 
at each other for approval when situated in the 
same conference room. 
Other team members can only know what 
you tell them. Please refrain from using 
body language and focus stronger on the 
tone and vocabulary in your messages. 
Participants are not sure if they are heard and 
understood properly. 
- Other team members might nod their head and 
smile to show approval. 
Listen actively by repeating and briefly 
summarising the previous speaker. You 
can also connect your argument to the 
ones made before you. 
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Team members do not see the progress of others. 
-A team member can disappear for a week 
leaving others unsure of his progress. 
Put others in copy where appropriate 
when writing emails. Actively 
communicate the status of your action 
items. 
Table 25 Difference face-to-face & virtual teaming 
 
To-do:  
 Act as your team’s coach for virtual collaboration: e.g. during the forming 
phase plan in 2-3 minutes after each call for the team members to reflect on the 
quality of the collaboration asking each participant for a quick feedback and 
recommendations for the next time. Share your personal observations, too. 
 
 
20.3.2 Principle #5 – Triggering commitment 
“You can’t just tell people to think differently, you have to think about behaviours 
 you want to encourage and discourage.” (Interview partner of main-study) 
 and 
 “You cannot force behaviour onto people.” (Interview partner of main-study) 
 
Key message: Commitment is the glue that bonds team members to each other, their 
leader and the objectives. Greater commitment will lead to stronger ownership of the project. 
Challenge: Developing commitment having to rely on communication technology is 
one of the major challenges of virtual teaming. The absence of visual cues which transmit 
body language such as smiles or nodding to show appreciation and consent hinder effective 
communication. Also, one must keep in mind that team members come from distant regions 
and have a different organisational and skill backgrounds. In other words, the leader is faced 
with uniting a group of strangers with different experiences, preferences, habits and skills.  
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Explanation: During the kick-off phase of a virtual project clearly communicate the 
personal and organisational benefits of participating. These might cover the opportunity to 
work together with colleagues from other cultures and skill backgrounds, the chance to 
develop stronger communication skills or the chance to deliver strong results for the 
organisation. Moreover, give the team members a say in the design of the project. Let them 
help define milestones, deliverables and action items thereby spreading ownership towards 
the team. Also, be sure to build consensus at the end of virtual meetings by summarising the 
results, clarifying to-dos and sending a summary to the participants. You can also develop 
commitment by giving individual attention to each team member via one-to-one calls or 
feedback sessions. By spending individual time with each member the importance of the 
project is also reinforced. 
 Write or talk to the direct line manager of the virtual members providing feedback on 
their performance. This is a great opportunity to provide detailed positive feedback, as well. 
As the deliverables of virtual teams often go unnoticed in the organisation it is a way to give 
team members a treat.   
 Furthermore, when a team member communicates to the other members that he 
finished a job, the team leader could immediately call that person. He could then share his 
feelings about the results and the performance of this person. 
In a virtual team, employees from different regions and organisational belongingness 
have to collaborate towards a common goal. If the team members do not bond they will most 
probably not go the extra mile for each other or the project. Therefore, it is vital to plan in 
time at the beginning of the project to carry out bonding activities and to stimulate 
commitment. The basis for commitment is a solid basis of trust within the team. This includes 
both trust in people as well as in their capabilities to deliver high-quality results in time. Team 
members need to feel certain that the other members are part of the team and do not follow 
their own agenda. Team members need to be certain that action items are carried out by others 
despite of not being able to control progress physically by e.g. walking into the other office or 
having a spontaneous chat at the water cooler.  
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To-do:  
 Keep in touch with the direct manager of your virtual team members 
commending their work and providing full feedback. While referring to the 
corporate values talk about both the quality of their results as well as their 
behaviour during the project. Provide transparency on the team’s success 
within the line organisation during manager and department meetings. 
 Plan in time during the project to communicate the personal and organisational 
benefits to each team member. 
 
 
20.3.3 Principle #6 - Code of conduct 
"'Look, we also adhere to the code of conduct, and we should work together in a 
 way that we start at a given time and run the meeting as effective as possible.  
And look and behold - it has for me too - really worked, and I have  
indeed understood it. And since then, I can say that I started 
 the fewest meetings not on time. And that was really for 
 me like a push of a button in my head, and since then I  
stick to appointments much better than 
 before.” (Interview partner of main-study) 
 
Key message: A code of conduct is a simple and yet effective way of making sure that 
the team is on the same page with regards to expected behaviour. It is a set of guidelines for 
the team that triggers its self-regulation. While the leader takes the role of the initiator and 
moderator, it should be the team that develops the code of conduct during the forming phase. 
In order to further strengthen the code of conduct it can be aligned with the corporate values.  
Challenge: If the code of conduct is developed by the leader without giving the team a 
say in the process, the team will probably show moderate commitment to its content. The 
great challenge lies in starting and moderating the development of the code of conduct while 
staying aligned to the corporate values at the same time.  
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Explanation: While corporate values by themselves may be too abstract for some 
team members, the code of conduct, when aligned with the corporate values, can prove to be a 
powerful tool because it describes in more detail the concrete behaviours behind the values. 
Moreover, as the code of conduct is linked to the corporate values, it does not only reflect the 
expectations of the leader or the team but those of the organisation as a whole. This alignment 
allows the leader to give powerful feedback to the members, as well. Hence, when it comes to 
providing feedback, the leader needs to be very specific and refer to the code of conduct as 
the "rules of the game". 
A kick-off meeting is a great opportunity for the team to develop a code of conduct. 
However, also existing virtual teams should take the time and define their mutual expectations 
with regards to behaviour. Furthermore, if behaviour is part of the annual performance 
review, the leader can meet with the direct managers of his team members and help shape 
their behavioural objectives.  
It is vital that all members follow the code of conduct equally, including the leader. If 
individual team members chose to ignore the developed set of values and behaviours, others 
will notice this dissymmetry, leading to a loss of harmony in the team. When the whole team 
agrees on certain behaviours, they will most probably feel a stronger motivation to comply 
with them and also to provide feedback to each other when unpleasant behaviour is shown. 
This takes weight of the shoulders of the leader. The following is a best practice for a code of 
conduct: 
Communication and collaboration 
 Provide timely negative and positive feedback so that misunderstandings and rising 
conflicts can be eliminated.  
 Avoid open criticism with regards to behaviour during meetings and via email. 
Schedule a timely 1:1 meeting. 
 Use self-explaining titles for your emails to help the recipient prioritise his emails. 
 Be sure to participate actively during meetings and don’t dial in and listen. 
 Communicate your concerns and share your thoughts. 
 Do not interrupt other team members. 
 Talk clearly, shortly and crisply. 
 Try to avoid other background conversations while someone is talking. This is very 
distracting to the speaker and the other listeners. 
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 One interview partner even mentioned that his team has agreed to conduct their daily 
morning meeting while standing in the conference room. He observed that this has 
increase the amount of attention his team members pay to the conversation. 
Furthermore, his team is not distracted by their laptop or mobile device as they were in 
the past.  
 
Doing things efficiently 
 Select the recipients of your email with caution. Try to avoid spam emails. 
 Take a moment before a meeting to prepare your arguments and objectives. 
 Start and end meetings punctually. 
 Stick to the agenda and the most important topics of the meeting, especially in large 
group meeting.  
 Keep your laptops closed and your telephones on mute. 
 
Accountability 
 Make decisions independently where appropriate and stick to what you promised to 
deliver. Communicate early if you are not able to deliver at a certain deadline. 
 Do not invade the area of accountability of your team members. Instead ask if they 
require a helping hand and provide constructive feedback. 
 
Knowledge sharing 
 Use a common source of truth for your documents such as a collaboration platform. 
 While scheduling appointments respect the calendar of the other participants. In the 
invitation include a self-explaining title, the objectives, agenda and method of 
communication. Accept meetings timely, explain why you have to decline and actively 
propose another meeting time.  
 If there is a delta in the level of the organisational hierarchy within the group, the code 
of conduct also needs to state that all participants are equal. Often one can observe that 
those members who rank higher in the organisational hierarchy are those with the 
most air time or those giving directions without involving the team members who 
actually need to take care of the problem or task. This should be avoided. 
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 To-do:  
 Include a two phase exercise during the virtual kick-off. In the first phase the 
participants discuss which behaviour will lead to project failure. After a short break 
allowing for reflection, they are to meet again to discuss which behaviour will lead 
towards success. Then, the team should be asked to align the results with the corporate 
values. The results of this exercise may function as the basis for the code-of-conduct.  
 Reflect on the code-of-conduct two months into the project, or earlier if necessary, to 
generate sustainability and to stimulate continuous reflection. 
 
 
20.3.4 Principle #7 – From observers to participants 
 “Virtual teams require a stronger focus on developing a sense of  
responsibility, independent work and accountability with 
 the team members.” (Interview partner of main-study) 
 
Key message: Virtual team members should be developed into working independently 
and proactively. If the team leader takes a central position he will not only lower the overall 
performance of the team but also be forced to invest large portions of his time in "fire-
fighting". 
Challenge: There may be members in your team who remain very passive throughout 
the course of the project, participating little during meetings and delivering the minimum 
required. Reasons for this might be a time budget conflict with their line organisation or the 
feeling of isolation or distance from the other members or the common objectives.  
Explanation: Given the absence of physical presence, virtual teams often suffer from 
a lack of active participation. The reasons range from conflicts with the line organisation, the 
matrix situation and unclear expectations or accountability. Interview partners from the pre-
study complained that team members tend to dial-in unprepared and remain passive. As a 
response, it is up to the leader to involve all team members and make them feel responsible 
and committed to the team and its objectives. Known actions range from carrot to stick. For 
example, one can cold call passive team members during calls. However, in order for a virtual 
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team to function effectively, it is vital for the leader not to be the centre of the team or to take 
the role of the administrator. Where appropriate, the responsibility of moderating meetings, 
designing action items or making decisions can be shared with the team. Moreover, as team 
members are most probably experienced specialists it is possible to hand them over 
responsibility over entire areas. None of these scenarios portrayed by the interview partners 
led to a loss of credibility or respect in their leadership position. A sudden increase or 
withdrawal of involvement might have a negative effect though.  
In fact, virtual teams require the leader to focus on identifying the ability of each team 
member to work independently. It is then his responsibility to spark, stimulate and sustain this 
individual desire to be accountable. The main-study has shown that the performance is higher 
in a setting in which the team members work and make decisions independently. An advice 
from the author is to gradually increase the involvement of the team members in an effort to 
enlarge their comfort zone. 
Also, communication is not a one way street. The team should feel very comfortable 
communicating with the leader and to each other, knowing when to involve the leader in their 
discussions. However, it takes time for the team to grow this sense of communication without 
interacting physically.  
 
To-do:  
 Identify which action items can be delegated to your team. These might cover the 
moderation of topics during a meeting, parts of the meeting agenda, all the way up 
to critical action items to accomplish the team’s objectives. After you and your 
team jointly matched actions items with each team member, schedule 1:1 meetings 
in which you discuss and hand over the accountability. This 1:1 meeting makes the 
handover official. Increase the importance of the items you delegate over time. Be 
sure to give the team members the freedom on how the carry out the action items. 
 Think of decisions you need a second thought on and action items in which you 
require a helping hand. A great possibility is to allow for time during the kick-off 
to jointly develop objectives, their corresponding action items, and the subsequent 
project plan. By giving the team a say in the project, they are very likely to 
participate more actively due to the increase in commitment.  
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20.3.5 Principle #8 – Feedback  
 “I always challenge. I won’t say, 'You are doing right or wrong.' I will ask the 
question, 'Why do you want to do this? What is your purpose of doing it?'  
So the culture forces him to change his behaviour… sometimes when they  
copy me I ask them 'Why do you want to copy me? Is there any  
value that you copy to me? Why do you want to copy 
 your colleagues?'” (Interview partner of main-study) 
 
Key message: Providing positive and negative feedback to the team in a constructive 
and genuine manner is one of the core responsibilities of a leader. An effective leader goes 
even further by animating his team to give timely and constructive feedback to him and to 
each other. 
Challenge: Feedback is provided less frequently in virtual teams than in a face-to-face 
setup. This is due to a lower frequency of communication, cultural differences and use of 
communication technology. The leader must manage to build a basis of trust, to foster 
communication and to role model constructive feedback in order to pass these barriers. 
Explanation: When a team member is unaware of a misbehaviour or issue he will 
most probably repeat his behaviour when he finds himself in the same situation again. In 
many occasions it requires another person or the leader himself to raise the awareness of a 
team member to a problem or issue that otherwise might go unnoticed. The same goes for a 
job well done. Just as in a regular face-to-face environment providing timely and genuine 
feedback is the key to developing the behaviour of team members. After the team or an 
individual member delivers a task, the leader should provide feedback immediately to the 
members and expresses his appreciation. 
In order for a maximum learning effect feedback needs to be provided as soon as 
possible. When a team leader notices that a job was well done as well as noticed by other 
team members who were not directly involved in the execution, he could approach these team 
members and propose that they provide feedback to the member who just delivered. This will 
create an atmosphere in which team members will realise that a good job does not go 
unnoticed. However, in conflict situations it makes sense to schedule a 1:1 meeting rather 
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than giving feedback in front of the other members. In the long-run the establishment of a fair 
feedback culture will positively impact communication and performance of the team. 
Communication is contingent, meaning that only what the recipient actually perceives 
is communication. When giving feedback it is absolutely essential to be very precise and to 
choose one’s words wisely in order to avoid misunderstandings or to give room for 
interpretation. The absence of visual cues might multiply the risk of false communication in 
virtual teaming.  
Providing feedback is in fact one of the core activities of an effective leader, whether 
situated in a matrix or in the organisational hierarchy. Feedback becomes even stronger when 
linked to the corporate culture or values of a company. This way the feedback receiver not 
only feels responsible towards the team leader but towards the company as a whole. As 
corporate values provide a common understanding of expected behaviour, it offers an 
excellent basis to provide feedback to the direct manager of the team members as he can 
identify with the values. Overall, keeping the direct manager in the loop is an effective 
method to help team members in their development. Unfortunately, a certain percentage of 
virtual team members use the anonymity associated with virtual teaming to their advantage. 
Providing feedback helps to prevent this issue. 
Feedback is also a great indicator for the leader himself. When one notices that one 
gives more negative than positive feedback one must hurry to find the root of the problem. In 
the given scenario it makes sense to reflect if the directions and the scope of the project are 
clear to the team members. In other words, the root of the problem might be situated with the 
leader. 
To-do:  
 Discuss in your team how to give constructive feedback.    
 Budget a few minutes at the end of every second or third meeting for a quick 
feedback session in which each team member states what they liked about the 
meeting. 
 Schedule regular feedback sessions with each team member to provide them with 
feedback. This feedback should be aligned with the corporate values. 
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20.3.6 Principle #9 – The matrix 
 “I think it’s probably one of the more difficult management tasks you can have to deal 
with. Usually in that context, although it’s not always the case, you’re leading  
people who don’t report to you, so there’s a dimension to it that  
makes things more difficult.” (Interview partner of main-study) 
and 
 "It needs to be understood that in the VTs one has usually no line responsibility, 
meaning that one cannot simply dictate something, rather you have to  
gain commitment or a buy-in via clear argumentation and profits.  
And if I can base this on a unified corporate culture, uniform  
values, then I can do it much easier since I can refer 
 to these values, as if I did not have this base" 
 (translation). (Interview partner of main-study) 
 
Key message: If you are not the direct manager you have to naturally grow into a 
leadership position in order to be accepted as the leader. 
Explanation: A line manager is both physically and hierarchically able to give direct 
orders to his direct reports, and to monitor their performance and results. This is due to 
disciplinary consequences that come with poor performance. In a virtual environment, 
however, the leader is commonly not the direct manager of the team. He therefore has to bond 
to the team members by establishing trust in his skills and person by inspiration and 
humbleness. This will gradually lead to more respect, loyalty and acceptance as the leader of 
the group. If the leader chooses to command his team members it will have negative 
consequences on the results of the team. Not only will the commitment of the team drop but 
also poor communication and trust will develop over time, resulting in a drop of performance. 
In a line organisation an employee is assigned 100% of his time to the manager and 
team. During virtual projects, members are assigned usually between twenty to thirty per cent 
of their time to the team. This means that members not only have to balance a virtual project 
with their line organisation duties but most probably also with other running projects. This 
leaves them in a situation where they must prioritise between the different teams they are 
assigned to. As the results of virtual teams are usually less visible and recognised compared to 
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those of the line organisation, team members might dedicate less of their time and input to the 
virtual project. As a response, an effective virtual team leader may consider to sit together 
with the direct managers of the virtual team to provide them with feedback and to share the 
success of the team. Moreover, it should be part of the to-do list of the leader to make the 
success of the team transparent within the organisation. 
At the beginning of the project the virtual leader should also get in touch with the 
direct managers of his team and talk about the expectations with regards to behaviour and 
objectives of the team members. In order to find a common language and to reinforce his 
arguments, he utilises the corporate values as guidance and a point of reference.  
 
Exercise:  
 Ways to raise awareness and transparency for the results of virtual teams: 
Communicate the code of conduct to the direct managers of the virtual team members, 
alongside with a status of the actual action items of the individual member. Provide 
the direct managers with updates on the progress of their direct report. Use line 
organisation meetings to talk about and discuss the results and the progress of the 
virtual teams. Physically or virtually invite project members to present and discuss 
their results with the line managers. 
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20.3.7 Principle #10 – Sustainability 
Key message: Falling back into old habits burns time and resources. On top, it 
undermines your respect and credibility as a leader. Leaders whose results live in the long-run 
are respected and accepted. 
Challenge: When in need for a sensation of safety, team members draw from their old 
behaviour and skills portfolio in times of stress and uncertainty. In general, both leaders and 
team members may gradually fall back into their old habits, processes and structures when 
role models, mutual feedback, and transparency are absent.  
Explanation: The final principle of this leadership model is ensures that changes stick 
and are long lasting. An effective virtual leader knows that quick commitment is not long 
lasting and that people eventually fall back into old patterns of behaviour over time. True 
sustainability is not achieved by processes, technology or control but by again focusing on 
people and their motivation. This final principle comprises five elements which help leaders 
and employees to adopt, live and sustain new processes, structures and behaviours. 
Nevertheless, the foundation for sustainability is already built with the first principles of this 
model by role modelling and by bonding the team towards a common cause. 
It occurs frequently that team members believe that certain behaviours or processes do 
not apply to them. To prevent this issue the leader must be very clear from the early stages of 
the team formation on what is expected by each individual member and what applies for the 
entire group. In addition it must be clear that these expectations are binding. All this should be 
communicated in an official setting for further reinforcement of the message.  
The following is an overview of principles and actions that proved as very effective in 
creating sustainable change: 
1. Repetition and transparency. The element of repetition proves to be very effective 
when one aims to stress importance. For example, frequently stating expectations and 
communicating key messages over a long period of time helps the team members to be on the 
same page with the leader as to what is important and expected. These clear expectations and 
accountability are necessary for long run commitment and sustained behaviour.  
2. Role modelling behaviour is a very effective way to create sustainability because 
team members look up to their natural leader and mirror his behaviour. It triggers an intrinsic 
motivation to behave in the leader’s way. Also, role modelling provides the basis to give 
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credible and genuine feedback to the team. If the leader wishes for sustainability he must keep 
in mind that what goes around comes around. 
3. Feedback is essential in the arena of sustainability. The process of falling back into 
old habits is often very slow, making it hardly visible to the untrained eye. This means that 
team members might not notice a shift in behaviour towards old habits. The team leader 
should therefore frequently communicate his observations and give advice to the team 
members. More important than providing negative feedback is timely positive feedback to 
those team members that live new behaviours, processes or structures. The carrot is by far 
more effective than the stick. 
4. Enabling: empowering and stimulating independent work reflects the trust of a 
leader in the team members and their skills. These will thank the leader in return with 
commitment and proactive collaboration. Accountability goes hand in hand with 
empowerment. When there is a subject area, action item or behaviour that team members can 
be held accountable for they are more likely to show stable performance because the person 
behind the task can be traced back. 
5. Celebrate the success of your team and give individual credit. Spread the news of a 
successful project or endeavour within the organisation and the team’s direct managers. Do 
not take the sole credit for the team's deliverables.  
Exercise:  
 Using this principle as a checklist, please reflect if your actions mirror the 
recommended five elements of sustainability. Be sure to include them in your 
meetings, calls and other interactions with your team. The right time to start is 
already at the launch of a project. Running projects will nonetheless still 
greatly benefit from the five elements. 
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20.4 Limitations of the model 
This model holds several limitations one should keep in the back of the head during its 
application. 
One minor limitation of this concept is that it rather applies to companies with an 
established and widespread target culture the leader can refer to. In the case of an absent 
common or established culture, the modal shall still serve as valuable even though it misses 
the corporate culture as its catalyst. This is because one can chose from the list of virtuous 
values of principle #2 as orientation. 
Another limitation is that this model clearly aims for cultures with a low power 
distance in which the delegation of responsibility to the lowest possible hierarchy level, 
individualism and frequent feedback regardless of hierarchy are well established.  
Another weakness in comparison with process- and structure- oriented-models is that 
the 10 principles of effective virtual leadership require a lengthier period of time before first 
results are visible. This is because changes in behaviour require investments of time and 
effort. 
IX 
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22 Annexes 
22.1 Annex A – Interview guidelines 
22.1.1 Pre-study 
Name:  
 Date: 
 Interview support:  
 Company: 
 Summary of thesis, where are we now 
 Send photo of colleague and me 
 60 minutes, tell stories, anonymous 
 Do you enjoy being a VT leader? Why? 
 Any questions before we start? (switch on recorder afterwards) 
 This interview will be taped and transcribed. Do you consent? 
 Can you give me a brief description of your job title and job responsibilities? 
 
Effects of a corporate culture 
 Is there a global culture in your company? Please describe (Values etc.) 
o How would you rate the acceptance and implementation of the CC 
o Gobal yes/no? 
 What changes come with a (global) corporate culture? (optional) 
o How does a global corporate culture affect …. In virtual teams? 
o trust 
o interaction and communication 
 knowledge management 
o commitment 
o conflicts 
o national culture 
 How does a global corporate culture influence your leadership style and behaviour towards 
your virtual team members? (optional) 
 
Virtual teams, General 
 How long does it take to warm-up and bond with the other VT members? How would you 
describe the process? 
 What role does trust play in virtuality? 
 How is communication and interaction different from a face-to-face setting?  
 What role does national / local culture play in virtuality? 
 What influence do technology and virtual training have on virtual collaboration? 
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Virtual Team Leadership 
 Tell me about times where you were responsible for a virtual team. 
o What positive experiences have you made? And why? 
o What challenges did you encounter? 
 What were the root causes of the challenges? 
 Was there a time you were frustrated and why? 
o How would you describe your leadership style in these challenging situations? Why 
did you choose that specific style? 
 What specific tools and methods have you used? 
o What team member behaviour would have facilitated your role? 
 How does VT leadership differ from F2F leadership 
 How were you prepared by your company in terms of VT leadership? What form of training 
and coaching? If not: what measures would you propose for junior VT leaders? 
 What could the management do or implement to support virtuality in your organization? 
 What observations on your virtual team leader would you like to share with me? 
 
Feedback for the main-study approach 
 What information would be of benefit and interest to you personally? 
 What specific questions do you think I should ask during the interviews? 
 What additional advice for my further study would you like to share with me? 
 Before we close the interview, did I miss to ask an important question? 
 May I contact you again for a focus group to present to you the results of the case study (late 
February for 60 minutes) ? 
 
Feedback on interview Style 
 How did you feel during and before the interview? What made you feel comfortable/uneasy? 
 Tone, speed, comprehension 
 Question and interview style 
 Structure and logic behind the interview. Did you notice where I was going to? 
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22.1.2 Main-study 
Name:  
Date: 
Interview support: 
Any questions before we start? (switch on recorder afterwards) 
This interview will be taped and transcribed. Do you consent? 
Warm-up 
 Can you give me a brief description of your job title and job responsibilities? 
 What makes up a corporate culture in your opinion? 
 Is there a global culture in your company? Please describe (Values etc.) 
o How would you rate the acceptance and implementation of the corporate culture in 
your virtual team? 
o If no global culture: Similar culture in your virtual teams? How do you lead without a 
common corporate culture? 
 Do you enjoy leading virtual teams and why? 
 
Corporate culture impact on your team 
 Do you think that a global corporate culture has an influence on your virtual teams?  
o Can you tell me about a particular situation where you felt that a global corporate 
culture influenced your virtual teams?  
o Does the global corporate culture influence the behaviour of your virtual team 
members? Can you give an example? 
o Does the global corporate culture influence the performance of your virtual team? Can 
you give an example? 
o What is not influenced by a global corporate culture in virtual teams and why? 
 
 What other changes did you notice in your virtual teams with the introduction of the corporate 
culture over the course of the years?  
 
 What would you do differently in hindsight with regards to corporate culture and virtuality? 
 What do you notice when you compare the different virtual teams you are responsible for? 
 How did you respond to the shift in behaviour?  
a. With your behaviour 
 What other observations would you like to share with me? 
The corporate culture impact on you 
 How would you describe your first reaction to the corporate culture? 
 How were you impacted as a virtual team leader when the corporate culture was 
implemented? Can you think of examples? How did the corporate culture affect your role as a 
virtual team leader? Style etc. 
 Are you promoting the corporate culture behaviour? Can you tell me about a time where you 
actively promoted the corporate culture? 
 Do you ask for the corporate culture conform behaviour of your team members and how? 
 As a virtual team leader, do you try to act as a role model for the corporate culture? 
 What experiences have you made with your previous employers with regards to corporate 
culture and virtual teams? 
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 What other observations would you like to share with me? 
 Top 5 benefits of a global culture? 
 Top 5 characteristics of an effective leader? 
 
Feedback for the case study approach 
 What information would be of benefit and interest to you personally in the areas of virtual 
team leadership and /or corporate culture? 
 What specific questions do you think I should ask during the interviews? 
 Before we close the interview, are there any relevant aspects I have missed?  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
XXX 
 
22.1.3 Focus groups 
Focus group number: 
Date:  
Participants: 
 
Warm-up  
 Christopher briefly sets the stage: welcome, objectives of the call and structure 
 Participants briefly introduce themselves (job position and experience in virtual 
teaming) 
 Any questions before we start? (switch on recorder afterwards) 
 
Guiding questions for results of main-study  
 What were your initial thoughts and feelings when you were first exposed to the 
results? 
 What results could apply to your company? Which would not? 
 What is new to you? 
 What is your feeling about the writing style, wording and comprehension of the 
results presentation 
 … 
 
Guiding questions for leadership model 
 Logical order of the principles 
 Content and structure of each principle 
 Execution of the principles? Relevance to daily job? 
 What is new to you? 
 Strengths to be further developed? Areas for improvement? 
 Suggestions for a different title? 
 … 
 
Feedback for the case study approach  
 How was the briefing by Christopher? Did you feel well prepared? 
 How did you feel during the call? 
 Before we close the interview, are there any relevant aspects we have missed?  
 … 
 
